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BUSINESS IMPROVEMENT DISTRICT BASICS 

What Got Bids Started—The History Behind The Movement

The first business improvement district (bid) was created in Toronto in 1970. bids were formed by property owners in response to an ever 
increasing customer demand for services and programs that were in excess to what municipalities could provide. Additionally, many urban 
centers were on the decline. disinvestment in city centers and the resulting decrease in revenues only proved to exacerbate the problems faced 
by property owners and municipalities alike. Property owners needed a new way to compete. bids empowered property owners to take control 
of their environment, purchase supplemental services … and a movement was born. 
 
bids responded to the direct competition of regional shopping 
malls and their ability to create a shopping destination and to 
broadly market their tenants. Malls provided an entertainment 
based shopping experience, ample free parking and a safe, 
predictable environment. bids adopted the common area 
management (CAM) charges concept routinely found in 
regional malls to pay for these services in the public setting. 
Through bids, central businesses and neighborhood shopping 
districts were able to collectively pool their resources for 
marketing, events and other activities that benefit the district 
and ensure participation of property owners. 

in the 1980’s and 1990’s many major cities in the united states like baltimore, New York, denver and Philadelphia formed bids. smaller cities 
like burlington, VT followed suit and the movement rapidly spread throughout North America and now the world. The more than 1,600 bids 
have become a widely accepted economic development strategy throughout the united states and Canada. bids in europe, south Africa, 
Australia and Japan have been credited with supporting a flourishing renewal of many urban centers. 

 in 1994, Massachusetts joined 48 other states by passing Massachusetts general Law Chapter 40O, permitting the establishment of bids. 

  
What does A Bid do? 

in coordination with municipal government, bids provide a wide range of supplemental services and assist in the continued economic  
development of the district. 
 
COMMON BID PROGRAMS
Marketing 
 · special events
 · Public Relations 
 · Collaborative Marketing 
 · Promotional Print Materials
 · Websites
 · Holiday Lighting and decorations 
 · Historic Tourism

Landscaping
 · streetscape Plantings/Trees/Window boxes and Hanging baskets 
 · Maintenance of grass and Planting beds 
 · Watering

What is A Business Improvement District?
A BID is a special assessment district in which property owners vote to initiate, 
manage and finance supplemental services or enhancements above and beyond those 
municipal services already provided. The assessment is levied only on property within 
the district and expended within the district for a range of services and/or programs 
included in the BID Improvement Plan, such as marketing, maintenance and public 
safety.  This stable, local management structure provides a sustainable funding 
source for the revitalization and long-term maintenance of city/town centers, 
neighborhood commercial districts and even industrial areas. BIDs attract residents, 
customers, clients, shoppers and other businesses. 
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Capital Improvements
 · Wayfaring signs 
 · streetscape /Pedestrian /Traffic Calming design improvements
 · Lighting
 · Trash Receptacles
 · Public Art 
 · Alleyway design

Business Development 
 · Market Analyses
 · business and Retail Recruitment
 · Merchandising incentives and Outreach

Maintenance 
 · street and sidewalk Cleaning
 · graffiti and gum Removal
 · spring Cleanups

Public Safety 
 · Public safety Officers
 · Visitor Assistance – guide Programs
 · Public safety information Networks
 · solicitation deterrence Programs

Community Services
 · Homeless Programs
 · Youth and student Programs
 · Fundraising

Housing 
 · Housing development incentive Programs
 · Residential services 

Economic Development
 · Own, Lease, Acquire, Manage Real estate
 · Historic Preservation 
 · infrastructure enhancements
 · Facade grant Programs

Planning
 · Advocacy for Zoning 
 · Community Planning

Parking Facilities
 · Planning
 · Management
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Why Form A Bid?  

A bid is a dynamic partnership between the community, private property owners, institutions and non-profits with the goal of generating greater 
profitability through cooperation than any property owner can accomplish alone. it is very different from voluntary merchant associations 
because a bid offers sustainability and professional management. Thirty years of success proves bids work. 

Here’s how: 

Bid Programs are a Cost Effective Way to Tackle Common Issues and Respond to Specific Needs
Through a collective effort, the bid can achieve dramatic results with programs like supplemental maintenance and marketing that no one 
property owner could cost effectively undertake alone. For example, it is more cost effective and efficient to contract with one vendor to provide 
landscaping services to the district than for each property owner to do so individually. 

A BID is Flexible
Programs can respond to specific issues: enhancing gateways or addressing maintenance issues like graffiti, cleanliness in alleys and high 
traffic pedestrian locations; improving streetscapes; or recruiting businesses. Targeted marketing can promote residential, commercial and 
cultural opportunities to specific audiences. 

A Stronger Position in the Regional Marketplace
Creating and branding the location as a distinct destination, allows downtowns to competitively position themselves in the marketplace. 
using the same marketing and management principles used by malls, the bid maintains and promotes the district as a whole rather than the 
individual parts: as a destination where patrons can shop, dine, live and conduct business. some examples are Church street Marketplace in 
burlington, Vt., the inner Harbor in baltimore, and bryant Park in New York City. 

Advocacy With A Unified Voice
A bid provides individual property owners with a strong 
collective voice on issues that impact the physical, residential, 
and business environment in the district. Working together, 
property owners have a more powerful voice to influence action 
on issues impacting the district and the public policy process. 
With better public safety as its goal, the springfield, MA bid 
worked in partnership with the city to purchase and install 
security cameras in targeted areas.

Predictable Funding for Programs
The guaranteed revenue stream allows the bid board of 
directors and staff to maximize the resources available to the 
bid and ensure the continuity of services. 

Proven Impact on Tenancy and Property Values
due to bid efforts, properties benefit from improved values and higher occupancy rates, but also maintain their values and tenants during 
downturns in real estate cycles. Property values within the Hyannis bid have doubled since its formation in 1999. 

Stability Through Political Change
bids can insulate a district during times of political change or uncertainty by providing the continuity needed to maintain programs and projects 
that have been identified as priorities for the district and will transcend administrations. 

Will The Community Reduce Services to the BID 
Once It Is Established? 
NO. The BID pays for services which are supplemental to the basic municipal 
services any property should expect to receive. Clearly defining the relationship at 
the outset establishes the working partnership between private property owners and 
the municipality. This partnership is defined in a Memorandum of Understanding to 
establish the following:
 · Ground rules on the relationship between the BID and community. 
 · A description of the baseline level of services.
 · The role the community will play as a “property owner” BID member. 
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USINg ThIS gUIDE

Forming a bid requires a high level of consensus, political cooperation and property owner support to be successful. sometimes this process 
is time consuming, but the up front effort will prove worthwhile as organizers seek support during the signature campaign phase. This guide 
provides a step by step framework for developing a bid in any community. While it may be tempting to skip tasks, following key action steps 
will help ensure success. every community is different and organizers will need to stay flexible to respond to the challenges that will be 
encountered. 

1

2

3

4

Establishing a BID Happens in Four Phases.

PhAse ONe – TesT The FeAsIBIlITy
The first phase is to determine the feasibility of the concept of a BID in your community.  Does it make sense?
 Is there the political and private support of the concept? 

Taking the time to test the waters will ensure that the time and effort necessary to build a BID will result in success. 

PhAse TwO – CreATe The BID IMPrOveMeNT PlAN
The second phase is planning, which involves local outreach and preparation of the BID Improvement Plan. Through com-
munity forums, property owner meetings and focus groups, stakeholders within the proposed BID participate in the planning 
process to identify needs and priority programs to be included in the BID Improvement Plan. The BID Improvement Plan 
contains a detailed description of the proposed BID including boundaries, operations plan, budget, fee structure, manage-
ment, memorandum of agreement with the municipality and other required information. 

PhAse Three – CONDUCT The PeTITION PrOCess
The third phase begins once the organizers are satisfied that the BID Improvement Plan is appropriate for the district 
and has strong local support. At this point, the BID Improvement Plan is incorporated into a petition and property owner 
signatures are attached. The submission of the petition to the municipality is the formal launch of the legislative approval 
process. The petition must contain the signatures of a minimum of 60% of the real property owners that represent 51% of 
the assessed valuation in the proposed BID. The petition and signatures are presented to the municipality and a request for 
a public meeting is made. The municipality will hold a public hearing and vote to approve the BID petition within the MGl c. 
40O statutory requirements. After the petition is approved by the municipality all property owners are considered members 
of the BID. A property owner within the district has 30 days to decide not to participate in the BID. The property owner must 
formally “opt out” of the BID in writing to the city/town clerk. A property owner who does not join may not receive any of 
the services provided by the BID. 

PhAse FOUr – INITIATe OPerATIONs 
Once the formal approval process is complete, the BID is officially established and enters its fourth or operational phase. 
Now, the BID membership, through the Board of Directors, has the full authority to manage or delegate management of the 
BID based on the enabling legislation.

Legend

The following symbols will be used throughout this manual:

  Checklist for success - ties to Project Plan Outline and Timeline in Appendix 3.

  Tips - assists with concept being explained.

  ideas for working with concepts related to money.



A Guide For establishing Bids          5

   

PHASE 1
TEST THE FEASIBILITY 

1.  Are Conditions Right For a bid? 

2.  state the Case for a bid

3.  introduce the bid Concept 

4.  Recruit the steering Committee

5.  Find the Resources

6.  establish Preliminary boundaries 

7.  Create a database

8.  develop a Plan Outline and Timeline

PHASE 3
CONDUCT THE PETITION PROCESS

1. Prepare the bid Petition  

2. Organize the Petition Campaign

3. Mail information Package to Property Owners

4. Conduct the signature Campaign

5. Organize the Legislative Authorization Process 

PHASE 2
CREATE THE BID IMPROVEMENT PLAN 

1.  Conduct a Needs Assessment

2. Outreach to the Community 

3. Write the bid improvement Plan 

4. determine the budget

5. establish a Fee Formula

6. develop the Memorandum of understanding 

7. establish a billing Mechanism

PHASE 4 
INITIATE OPERATIONS

1. Form bylaws and Articles of Organization
 
2. establish the initial board of directors 
 
3. Apply for Non-Profit status

4. Communicate with Members

5. Hire staff

6. select Vendors

7. Formally Launch services

8. update improvement Plan
 
9. Amend, expand, or dissolve the bid
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PhASE 1  Test The Feasibility
 
1. ARE CONDITIONS RIGHT FOR A BID?
before organizers launch a full fledged effort to form a bid, some basic homework needs to be done to determine if a bid is the right approach. 
by taking this important first step, organizers will quickly determine if there is private and political support for the bid concept and the critical 
criteria are in place for success. it is important to initiate a bid at the right time. The timing may coincide with a new opportunity such as a 
major development, transit improvement or significant political or private sector advocacy.

CHECKLIST FOR SUCCESS 
PROPeRTY Mix
sTAkeHOLdeR suPPORT
POLiTiCAL suPPORT
sTAbLe eCONOMiC bAse
PLANNed MAJOR deVeLOPMeNTs OR iNFRAsTRuCTuRe PROJeCTs

The following are key elements that should be analyzed by organizers to determine if the underlying conditions are favorable to pursue a bid.

Property Mix 
bids are formed in contiguous districts in which 75% of the area is comprised of commercial, retail, industrial or mixed use properties. The first 
step will be to analyze the property mix of the proposed district to determine if these characteristics exist in order to generate an adequate 
revenue base to make the bid a success. The district could include institutional and residential uses in balance with a strong commercial core. 

Stakeholder Support
identify and educate key stakeholders in the community about the bid concept 
to establish a basic understanding and support for the bid.  by educating key 
stakeholders at the outset, organizers can preempt misinformation that could 
undermine the bid efforts throughout the process. stakeholders will vary but could 
include the following: 

	 •	 Key	elected	officials
	 •	 Major	property	owners
	 •	 Chamber	of	Commerce	leadership
	 •	 Local	media	leadership
	 •	 Major	developers	within	district
	 •	 Community	activists
	 •	 Business	owners

Political Support
Creation of a bid is a private sector initiative with public support. At a minimum, forming a bid requires the cooperation of the municipality. 
it is essential to secure the support of the mayor or elected body who will direct the various departments to provide information and support. 
At best, the municipality can be a strong supporter of the concept, even providing financial assistance to underwrite the start up effort. Most 
elected officials understand the benefits of a bid as a means of supplementing the services that the municipality is able to provide and 
therefore improving a strong and sustainable commercial core. 

Stable Economic Base 
bids should be formed in areas that have a solid economic base. The proposed district must have the economic strength to support a fee 
structure that will generate adequate revenues to operate the bid. if the proposed district is severely depressed with high vacancy rates and 
abandoned properties, a bid might not be the best alternative. under these circumstances, other economic development or investments may 
need to take place before an attempt to form a bid is viable. 

8
bAse MAP
dATAbAse OF PROPeRTies
bAsiC bid FACT sHeeT 
FReQueNTLY Asked QuesTiONs
sTATeMeNT OF Need 

What Happens If The Support Is Not There?
sometimes the political or economic climate to form a BID does not 
currently exist. Organizers may need to continue to work with community 
development and neighborhood organizations, property owners and elected 
officials to build an environment that is more conducive to the development 
of a BID. 

If it appears that there are property owners that have an interest but not 
a solid understanding of the concept, organizers may choose to begin this 
process as an “investigative” initiative to analyze the concept and educate 
the property owners in the district. Organizers may decide to start small 
with the long term goal of forming a BID.
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Planned Major Developments or Infrastructure Projects
sometimes a major development or public infrastructure project presents opportunities to spur the development of a bid by providing an  
approach to support these investments with improved complementary management or beautification programs. For example, a community  
may work with a bid to improve a park space or streetscape, and the bid would provide the ongoing maintenance. 

2. STATE THE CASE FOR A BID
upon consensus that the basic conditions are favorable for the formation of a bid, organizers should prepare a concise statement outlining the 
campaign rationale and strategy. The statement should establish the problems and opportunities a bid could address and the constituents 
who would benefit from the programs. 

3. INTRODUCE THE BID CONCEPT
imagine you are a guest at a pizza party and the host can only afford a cheese pizza. The problem is that everyone wants a  
pepperoni pizza. The solution: guests contribute to pay the difference to buy the pepperoni pizza. everyone gets want they want 
for dinner! essentially, the bid pays for the pepperoni.

Host Community Forums
Organizers may want to host Community Forums to present information about bids and the experiences of bids in similar communities. A 
Community Forum is an opportunity to invite a speaker or expert on bids to explain how they work in other locations. invitations should be 
broadly distributed to property owners, tenants, residents, municipal leaders and the media. 

Organizers should choose examples that mirror their communities or have used 
programs to successfully address similar problems. For example, if panhandling 
or security are issues, organizers may want to look at “guide” programs or security 
efforts in other bids. if economic development is a priority, a bid may implement 
retail recruitment or merchandising programs. if maintenance and landscaping is a 
priority, show before and after images of maintenance approaches.

Road trips to see working BIDs
sometimes the best way to build support is to visit successful bids in similar communities. These on-site visits allow stakeholders to see the 
operations of a bid in action and ask important questions of their staff. Fortunately, Massachusetts is not only the home of several bids but 
also is within a few hours of some of the oldest and most successful bids in the country. From college towns like Church st. Marketplace in 
burlington, VT to midsize cities like Westfield and springfield, MA to resort communities like Hyannis, MA and bids of all sizes in New York City, 
there are many places to visit. Organizers may arrange transportation and meetings with officials, property owners and tenants, staff and board 
Members to discuss the bid experience. Most bids love to tell their story and a first hand visit can be compelling. 

Media Kit
Organizers must convey consistent and accurate information about bids to ensure that 
the public has the information they need to support the bid concept. Organizers should 
prepare a basic press information kit that will contain general information on bids, 
Frequently Asked Questions and other contact information. Promoting the vision and 
gaining the general support for the development of a bid is an education process. 

8
CHECKLIST FOR SUCCESS
HOsT COMMuNiTY FORuMs
ROAd TRiP TO see WORkiNg bid
MediA iNFORMATiON PACkeTs

Media Kit
A standard media kit may include:
	 •	Statement	of	Need
	 •	 Information	FACT	SHEET	on	BID	programs
	 •	Contact	Information	of	Steering	Committee
	 •	Frequently	Asked	Questions
	 •	Press	Release	Announcing	BID	Formation	Strategy
	 •	Summary	of	Legislation
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Responding To Common Questions

Organizers will encounter common questions about bids when introducing the concept to the  

community. Part of the education process is to be able to address these questions early in the effort. 

some commonly asked questions include: 

We pay taxes ---- why should we pay more for services? Isn’t that the municipality’s responsibility? 
This is the most common question and arises from the concern that private property owners would need to provide services that some feel 
should be undertaken by the municipality. The simple answer is that bids provide supplemental services over and above those commonly  
offered by the municipality. The bid fee is an investment in a property that will yield returns in the form of increased property values and  
improved tenancy. Most bids can demonstrate a solid return on investment over the long haul. by making this investment, property owners  
and municipalities actually leverage the municipal resources available for programs offered within the bid. 

bids encourage property owners to “Think like an owner, not a tenant.” That is … as an owner, they are making the investment in their proper-
ties for the long run and the ultimate value they add to the district. 

Are we privatizing public spaces?
The privatization of public space is a topic of debate for some property owners within bids. it is important to note that agreements between 
bids and a community function like land leases and the community does not give up ownership of the district. Most bids make existing public 
space more usable, through better programming, maintenance and security. 

Why should some property owners get a free ride?
The underlying purpose of a bid is to distribute both the burden and the benefits equitably. Technically, property owners who do not participate 
do not receive bid services. in reality, this is sometimes difficult to accomplish. For example, if the bid sweeps sidewalks, it is difficult to jump 
over the sidewalk of a non bid member. However, it is easy to create a marketing brochure exclusively for members. To quote Richard starr, one 
of the top development experts in the us, who says, “He who benefits, pays; and he who pays, benefits.” 

Why form a BID when owners can “opt out”? 
The “opt out” provision in the Massachusetts legislation may deter bid organizers, but a careful feasibility analysis should create a reasonable 
comfort level for organizers to proceed. it is a fear that a bid will be formed and that many property owners would choose not to participate, 
thereby undermining the bid programs. The reality is that only a very small percentage of property owners in Massachusetts bids have actually 
chosen to “opt out” once a bid is formed. 

Do they work? 
bids have now been in existence for over 30 years. They are so fully integrated into most major cities that multiple bids are commonplace, and 
policies and legislation are rarely modified. For example, approximately 60 bids exist in New York City and Toronto, Canada. based on the suc-
cess of the Pennsylvania Avenue bid in Washington dC, three more bids have been developed in that city. The international downtown Associa-
tion (www.ida-downtown.org) documents a proven track record of success that can be demonstrated through increased values and improved 
tenancy in cities from Philadelphia to Los Angeles. 
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4. RECRUIT THE STEERING COMMITTEE
Identify members
The steering Committee provides the leadership and feedback throughout the bid formation 
process. it is important to recruit a steering Committee that is representative of types and mix 
of property owners within the district including residential, government, nonprofit and cultural, 
commercial and academic institutions. Attention should be given to members that reflect a 
variety of opinions, large and small properties, geographic representation, types of uses and 
tenants, residents and other constituencies. Above all, the steering Committee needs to be 
seen as fair, constructive and reasonable.

Select a Chairperson
selecting the appropriate Chair to lead the effort is a critical step in the 
bid formation process. A Chairperson is ideally an established community 
leader and property owner who will provide the public face for the bid 
formation process. The Chairperson will conduct meetings and serve as the 
spokesperson for the steering Committee. 

Create a shared vision
Once established, the steering Committee should articulate the shared 
vision for the bid. This step will make sure that steering Committee members 
are in agreement with the overall goals of the bid. These goals are the 
underpinnings of the plan and programs that will be undertaken by the bid. 

5. FIND THE RESOURCES 
Forming a bid requires a commitment of staff and resources. The formation 
process will take between 18 and 24 months, though time may vary 
depending on community understanding, size and complexity of the 
proposed bid. Organizers need to be realistic about staffing commitment 
and start up funds, and/or in-kind services necessary to undertake a 
campaign. understanding and planning for the support necessary will help 
insure that the resources are sufficient to complete the process. 

A bid will require the commitment of 20 and 40 hours a week of staff time 
during the formation process. This staffing can be either paid professional 
staff and/or volunteers. The steering Committee will provide strong 
leadership but will often need additional support to secure signatures. 
sometimes a community may work with a consultant to provide overall 
support for the campaign. The specific staffing will be customized to each 
community, but it is important to determine the roles and responsibilities of 
staff and volunteers at the outset of the effort. A model of one community’s 
approach is in Appendix 1.

The steering Committee should be prepared to engage legal counsel during 
the organizing process. The bid legal counsel will provide advice on MgL c. 
40O questions, prepare legal documents and represents the interests of the 
bid in negotiations with the community. Legal work will include:

	 •	 Preparation	of	the	Petition	and	Council	Votes	 	 	•		Review	of	the	Memorandum	of	Understanding	(MOU)
	 •	 Filings	for	Non-profit	Status	(typically	501(c)6)	 	 	•		Legal	Opinions	on	Issues	Related	to	MGL	c.	40O
	 •	 Legal	Advertisements	for	Public	Hearing	and	Notices	 	 	•		Participation	in	Public	Hearings

8
CHECKLIST FOR SUCCESS
ideNTiFY MeMbeRs
seLeCT A CHAiRPeRsON
CReATe A sHARed VisiON

When To Hire A Consultant
A consultant may be an important asset to organizers in the BID 
formation process. Adding a professional who is experienced 
in the planning and petition process can help save time and 
ultimately be cost effective. Tasks may include:

	 •	OvERALL	PROjECT	MANAgEMENT	–	
	 	 	 QuARTERBACk	THE	CAMPAIgN
	 •	DRAFT	THE	BID	IMPROvEMENT	PLAN
	 •	PREPARE	THE	BID	BuDgET	
	 •	PRESENT	TO	kEy	PROPERTy	OwNERS
	 •	ORgANIzE	AND	STEER	THE	CAMPAIgN	PROCESS
	 •	MOTIvATE	vOLuNTEERS	AND	STAFF
	 •	TROuBLESHOOT
	 •	kEEP	THE	PROCESS	ON	TASk	AND	ON	TIME

  Tips: What To Look For In Steering 
  Committee Members 
	 •	PROPERTy	OwNERS
	 •	ABILITy	TO	wORk	CONSTRuCTIvELy
	 •	RESPECTED	LEADERS
	 •	 INCLuDE	THE	SkEPTICS	BuT	AvOID	POLARIzINg	AgENTS
	 •	MAjOR	BuSINESS	OwNERS

Characteristics Of A Great Chairperson
	 •	PROPERTy	OwNER	AND	COMMuNITy	LEADER
	 •	ACTIvE	IN	COMMuNITy
	 •	wELL	RESPECTED	AND	FAIR
	 •	kNOwN	AND	REgARDED	AS	A	POSITIvE	AgENT	FOR	PROgRESS
	 •	 INTERESTED	IN	LONg	TERM	vITALITy	OF	THE	DISTRICT
	 •	CONSENSuS	BuILDER
	 •	ORgANIzED	AND	ENTHuSIASTIC
	 •	STRONg	COMMuNICATION	SkILLS
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Print materials to “sell” the bid plan to property owners must be developed. A well 
designed bid improvement Plan and executive summary are important to communicate 
the programs provided by the bid and rationale for creating the district. The steering 
Committee will need to identify the resources necessary to produce a quality product 
that represents the bid improvement Plan in a professional manner.  The bid will 
require office space, computer and web access, phones, office supplies, postage and 
advertising. 

6. ESTABLISH PRELIMINARY BOUNDARIES 
establishing preliminary boundaries is important to understand the scope and potential 
revenue that will be available for the bid program. district entrances, attractions, key 
traffic generators, overall goals for the district and the composition of the tenant mix 
should be considered while making this decision. Frequently, organizers make the 
proposed district too small and thereby limit the impact of the proposed bid. Conversely, 
some bids become too large or include too many exempt properties that stretch the 
resources of the bid too thin. it is important to identify boundaries that are appropriate 
and consistent with the program and goals for the proposed bid. 

Massachusetts legislation requires that the boundaries of a bid be contiguous. Property within 
the district should be evaluated to determine if there are natural boundaries that help define 
the bid. For example, there may be a river, highway or railroad that serves as a logical place 
for the bid boundaries. Another logical border might be the change from commercial to more 
residential uses. bid boundaries do not need to coincide with existing zoning or other existing 
districts and should try to include both sides of the street wherever possible. 

ultimately, the final boundaries may change somewhat as the steering Committee goes through 
the petition process due to owner support or other considerations. Those final changes are reflected in the petition. 

7. CREATE A DATABASE OF PROPERTIES
A complete property owner database is the basis for all communication, legal notification and billing to property owners within the proposed 
bid. For that reason, the municipality, specifically the Assessor’s office, should be the official source of information on all properties in the bid. 
block and parcel number information that is periodically updated from the Assessor’s office will be used to create the bid property database 

for communication and legal mailings, tracking signatures, ownership and 
contact information. 

strict discipline should be maintained on the integrity of the database 
in order to withstand any legal challenge about the source of ownership 
information and mailings to property owners within the bid. This is a good 
time for preliminary discussions with the municipality on how the bid fee is 
collected. see Appendix 2 for a sample database spreadsheet.

8. DEVELOP A PROJECT PLAN OUTLINE AND TIMELINE 
The steering Committee should develop a general timeline with benchmarks 
to monitor progress, maintain focus and momentum. The major variable 
in the project timeline will be in the signature campaign of the petition 
process. The length of time it takes to complete the petition phase will 
depend on the resources and speed by which the staff and steering 
Committee can secure the required property owner signatures. Notification 

   Tips For 
   Boundaries
    CONTIGUOUs AreA 
    NATUrAl BOUNDArIes
    ChANGes IN lAND Use
    OwNer INTeresT

          Tips For the Database
         A sample database spreadsheet: Appendix 2

	 •	CREATE	Microsoft	©	EXCEL	SPREADSHEET	wITH	NOTE	FIELDS
	 •	uSE	BLOCk	AND	PARCEL	NuMBER	TO	DESCRIBE	PROPERTy
	 •	PROPERTy	ADDRESS	
	 •	OwNER	NAME
		 •	OwNER	ADDRESS
	 •	TENANT	INFORMATION	(if	available)
	 •	TELEPHONE/FAX/EMAIL	
	 •	TyPE	OF	uSE	CLASSIFICATION
	 •	ASSESSMENT	-	land	and	building
	 •	NuMBER	OF	APARTMENTS	/CONDOS
	 •	BID	FEE	CALCuLATION	ALTERNATIvES
	 •	FIELDS	FOR	vERIFICATION	OF	MAILINg	RECEIPT,	SIgNATuRE

     Tips For Funding
   resources for the BID formation process can 
   come from a variety of sources such as: 
	 •	 IN-kIND	STAFF	SuPPORT	OR	LOANED	EXECuTIvES
	 •	FOuNDATIONS
	 •	LENDINg	COMMuNITy
	 •	COMMuNITy	DEvELOPMENT	BLOCk	gRANT
	 •	DHCD’s	MDI	TECHNICAL	ASSISTANCE	PROgRAM
	 •	PRIvATE	PROPERTy	OwNERS
	 •	CITy/TOwN
	 •	COMMuNITy	DEvELOPMENT	CORPORATIONS	
	 •	CHAMBERS	OF	COMMERCE
	 •	ACADEMIC	INSTITuTIONS
	 •	MAjOR	BuSINESSES	IN	DISTRICT
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requirements in the enabling legislation are fixed and will 
provide benchmarks for the remainder of the timeline. A 
sample Project Plan Outline and Timeline is in Appendix 3. 

Once the bid has been formally approved, the bid will 
need a minimum of six to eight months to initiate services. 
it is important that bid property owners acknowledge and 
understand the time required to initiate services to the 
district in order to create realistic expectations for a new bid. 
 

PhASE 2  Create The Bid improvement Plan

The meat of the planning process for the development 
of a bid occurs in this Phase. The steering Committee 
undertakes activities to identify the priority issues and needs 
of the district, seeks community input and consensus and 
develops the actual details on the programs, financing and 
management of the bid. A comprehensive bid improvement 
Plan based on consensus provides the steering Committee 
with a strong marketing tool to “sell” the bid to their peers. 

1. CONDUCT A NEEDS ASSESSMENT 
each community will develop its own approach to conducting a needs assessment, and should be wary of skipping this important step. 
Frequently the steering Committee believes that it already has identified the issues and this step is unnecessary. but to do so is undermining 
the opportunity to use the process to continue to educate and build consensus for the bid. 

Creating buy-in for the bid is developed by listening to property owners, tenants and other stakeholders to identify the issues and opportunities 
that are important to them. This information becomes the basis for formulating strategies and programs that owners feel are worth the 
investment and add value to their properties. 

2. OUTREACH TO THE COMMUNITY
Outreach to the community is an important step in the bid 
formation process. it is multifaceted and can be conducted 
concurrently in a variety of ways to elicit the information 
organizers need. The steering Committee may use all or some 
combination of several techniques to gain information for a 
needs assessment. Various methods include:

Community Forums
A Community Forum is a good way to launch the bid planning process and to inform stakeholders of needs, program priorities and plan strategies 
as they are developed. The invitation to the forums should be open to anyone interested in the bid district as an owner, visitor, tenant, student 
or resident. The initial forum provides the opportunity for a facilitator to conduct a sWOT Analysis. A facilitator will invite participants to identify 
sTReNgTHs, WeAkNesses, OPPORTuNiTies ANd THReATs within the district. Comments are analyzed and reported to the community and 
steering Committee. The sWOT approach is in Appendix 4.

TIPS

Set MILESTONES and EXPECTATIONS 
Phase 1 FeAsIBIlITy 3 months
Phase 2 PlANNING 4 - 5 months
Phase 3 PeTITION 6 - 12 months
Phase 4 INITIATION 6 - 8 months 

u

CHECKLIST FOR SUCCESS
CONduCT A Needs AssessMeNT
OuTReACH TO THe COMMuNiTY 
WRiTe THe bid iMPROVeMeNT PLAN
deTeRMiNe THe budgeT
esTAbLisH A Fee FORMuLA
deVeLOP THe MeMORANduM OF uNdeRsTANdiNg
esTAbLisH A biLLiNg MeCHANisM

8

CHECKLIST FOR SUCCESS
COMMuNiTY FORuMs
suRVeYs
FOCus gROuPs
WebsiTe /bLOgs8
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subsequent Community Forums provide a mechanism to report findings back to the 
community and focus on developing priorities and specific strategies that are incorporated 
into the bid improvement Plan. by using the same sWOT process, a second community 
forum will target specific program recommendations and the allocation of resources on 
community priorities. 

Surveys
A Needs Assessment survey allows any respondent to identify how they use the proposed 
district and what issues are important to them. Frequently residents, students, visitors 
and workers may express different concerns or observations about the proposed district 
than property owners. A survey is a vehicle for organizers to assess different demographic and usage trends. surveys can be published in 
local newspapers, usually free of charge, and on the bid website. it may be useful to offer incentives such as a drawing or prize offerings to 
encourage a timely response or to drive people to a bid website. Customer surveys can be made available at retail locations.

Additionally, surveys should be mailed or delivered to property owners, residents and commercial tenants located within the district. A sample 
survey is in Appendix 5.

Focus Groups
Focus groups are used to probe for specific issues that are of concern to different constituencies. Focus groups should be limited to no 
more than 20 people to ensure participation and discussion. The facilitator should be a neutral participant and not a recognized community 
advocate for specific issues or positions. The facilitator should ask participants to prioritize issues that are most important to the district from 
their own perspective. groups will vary by district, but should include the major stakeholders in the bid such as residents, students, retailers, 
visitors, cultural patrons, and restaurant and nightclub owners. by targeting different groups, organizers gain specific knowledge about the 
needs of each of these groups that may be different or even contradictory. For example, restaurant and entertainment-based properties may 
have very different issues than residents living within the proposed district. 

Website/blogs
Websites are important tools to both provide updated information and encourage participation from the community. The bid should create 
a website to invite feedback and participation in the survey process. Results can be analyzed and posted on the website for stakeholders to 
review and comment. during the bid initiation phase, the website is key to updating and informing stakeholders of activities and milestones. 

Using the information
Organizers will synthesize the information from all the needs assessment techniques and make recommendations of priority concerns 
and recommended actions. The information will be the foundation on which programs and funding priorities are developed for the bid 
improvement Plan. 

  

Conversations With Key Stakeholders 
Do homework with major property owners. Meet 
individually with major owners to identify specific issues 
or opportunities that are priorities. These owners may 
have unique issues that will be important to address as 
the BID programs are developed. Once these priorities 
are addressed, these owners may become valuable 
proponents of the BID. 
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3. WRITE THE BID IMPROVEMENT PLAN 

Services Tailor-Made For Each District
Many bids offer similar services, but bids are attractive to many communities because of their flexibility to focus on the particular set of supple-
mental programs and services that are tailored to meet the specific needs of each district. While many bids may offer supplemental mainte-
nance, marketing and security each bid will have its individual and distinct personality. 

Some Examples 
MAINTENANCE springfield, MA created a highly successful job training & placement 
component to its Clean Team Maintenance program.  With a 78% graduation rate – the 
program is considered a success. This innovative effort has been expanded to include a 
partnership with the Hampden County sheriff’s department placement effort. The partner-
ships have allowed the bid to substantially expand maintenance efforts within the district. 

PUBLIC SPACES The bryant Park bid was launched in partnership with the City of New 
York to clean up a dangerous, drug infested park that threatened to drive out Fortune 500 
Companies from the surrounding area. The result is a refurbished bryant Park that features 
the city library, cafes and a bustling public space. New York City has approximately 60 bids 

of all sizes that offer services that range from security and maintenance to design, events and urban landscaping.

HOMELESS INTERVENTION The Church st. Marketplace is a 25 year old pedestrian 
mall with a rich history of marketing and creating the “experience” of downtown bur-
lington, VT through street vendors, strong retailing, events and marketing. They have 
collaborated with social service agencies to address homeless issues in an approach 
that is more “dr. Phil than Jerry springer” according to Church st. Marketplace direc-
tor, Ron Redmond. 

MERCHANDISING Westfield, MA uses 
artists to feature storefronts available for 
commercial tenants. 

RESIDENTIAL DEVELOPMENT Philadelphia’s Center City bid’s housing initiative was instrumental 
in developing thousands of units of market rate housing which has supported a resurgence of 
retail, restaurants and nightlife.

STREETSCAPE Hyannis initially focused on plan-
ning and zoning issues that quickly evolved into a major streetscape infrastructure project which 
transformed the street. The Hyannis bid now focuses on business development, maintenance, 
and marketing. springfield features enhanced maintenance and beautification, and improved vest 
pocket parks. 

The development of the bid improvement Plan provides the specific details of what programs and 
services will be provided. The actual plan may take a variety of forms from a poster to a bound 
document depending on the community and resources available. The Plan will also function as a 
marketing piece to educate property owners and other stakeholders on the proposed bid.
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Bid Programs and Services 
The purpose of the bid improvement Plan is to provide the property owner with a detailed understanding of the programs and how the bid 
would allocate the resources available to support its programs. 

These may include common programs such as:

ECONOMIC DEVELOPMENT: Market analyses and business retention and recruitment 
programs. 

MAINTENANCE AND BEAUTIFICATION: sidewalk cleaning, recycling, and trash removal, 
snow clearance, graffiti and gum removal, spring clean up programs, and painting public 
amenities etc.

LANDSCAPING ENHANCEMENTS: Planting and landscaping of public spaces, hanging 
baskets and window boxes or the maintenance and enhancement of grass and trees in 
tree belts of median strips. 

MARKETING, EVENTS AND PUBLIC RELATIONS: special events such as Restaurant 
Week, Farmers Market or First Night Celebrations, restaurant and shopping guides, holiday 
lighting, cooperative advertising, banners and other promotions. 

CAPITAL IMPROVEMENTS: Façade grant and signage programs, or streetscape 
improvements. Frequently bids partner with the community to improve public parks and 
other spaces. 

SECURITY AND HOSPITALITY: supplemental security programs working in cooperation 
with the local police. in additional to personnel, the bid may provide security cameras, fax 
networks and other crime prevention efforts. Hospitality oriented “guide” programs feature 
trained hospitality guides to assist visitors and enhance security within the bid by providing 
additional “eyes and ears” on the street. 

TRANSIT AND PARKING: Manage and promote parking facilities, the development of shuttles, trolley and alternative 
transportation programs, pedestrian and bikeway development etc. 

PARTNERSHIP PROGRAMS: Partnerships with 
municipalities or nonprofits for services like loan 
programs, childcare, job training or homeless 
intervention.

The bid improvement Plan will illustrate the scope, frequency, 
staffing and cost of the programs that will be provided by 
the bid. For example, if the bid plans to provide a “guide” 
program, the Plan will outline the responsibilities, deployment, 
schedule, training, uniforms and staffing. 
 

  
Tips for Components of a BID 
Improvement Plan:  EXECuTIvE SuMMARy 
	 •	DETAILED	DESCRIPTIONS	OF	THE	SuPPLEMENTAL	PROgRAMS	
   AND servICes 
	 •	PROPOSED	BOuNDARIES
	 •	BuDgET	
	 •	FEE	STRuCTuRE
	 •	MANAgEMENT	STRATEgy
	 •	MEMORANDuM	OF	uNDERSTANDINg	AND	BASELINE	
   MUNICIPAl servICes
	 •	LETTERS	OF	SuPPORT	FROM	OTHER	COMMuNITy	
	 	 	 STAkEHOLDERS	SuCH	AS	THE	CHAMBER	OF	COMMERCE,		
   COMMUNITy DevelOPMeNT COrPOrATIONs, CUlTUrAl 
   INsTITUTION BOArDs OF DIreCTOrs, Or NeIGhBOrhOOD
	 	 	 ORgANIzATIONS.
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4. DETERMINE THE BUDGET 
bid fees may generate a maximum of revenue that 
equals .005 multiplied by the total assessed value 
of the properties within the proposed district. The 
challenge in developing a budget is to balance the 
program priorities with the available funding resources. 
The bid program should drive the budget rather than 
allowing the revenue generated by the bid fee alone 
to determine the resources available to support the 
desired program. bids frequently use the fee as just 
one component of the overall budget for programs and 
services. Other funding opportunities may include:

	 •	Grants
	 •	Sponsorships
	 •	Media	Partners
	 •	Public	Funds	or	In-kind	services
	 •	Ticket	Sales
	 •	Merchandise	Sales
	 •	Voluntary	memberships	from	exempt	properties 

bids will have budgets that include both cash and 
in-kind services. it may be useful to show how the 
resources of the bid are allocated by program area. 
The budget should show both in-kind and cash 
sources of revenue and expenditures by program. 
budget assumptions should also be included in the bid budget. see Appendix 6 for a sample budget.

Look for opportunities to minimize the cost of Administration by possibly sharing office space and/or equipment. sometimes bids will locate 
offices within existing organizations such as a local Chamber of Commerce to reduce or eliminate office expenses. 

  

  

Expenses — $176,000
$50,000 bands/agent fees
$11,500 Production 
$10,900 Police
$2,500 staff
$1,100 sanitation
$100,000 Media 

Revenue — $176,000
$33,500 beverage sales
$100,000 Media in-kind 
 sponsorships
$42,500 bid 

Springfield City Block Summer Long Concert Series Budget  
4 to 1 leverage. some items are in-kind services.

MEDIA

BID 
BEVERAGE 

SALES

MEDIA 

POLICE

PRODUCTION

SANITATION

STAFF

BANDS/AGENT FEES

ESTIMATING COSTS
dON’T guess AbOuT COsTs. seT ReALisTiC COsTs FOR PROgRAMs 
WHeN CReATiNg A budgeT. gOOd esTiMATes CAN be ObTAiNed bY: 
	 •	 COST	PROjeCTIONS	FROM	POTeNTIAL	VeNdORS
	 •	 OTHeR	BIdS	OFFeRING	SIMILAR	PROGRAMS	
	 •	 PRIVATe	MANAGeMeNT	COMPANIeS	CONTRACTING	FOR	SeRVICeS	
	 •	 PAST	SeRVICeS	CONTRACTS	

BUDGET TIPS
	 •	 deTeRMINe	PARTICIPATION	eSTIMATe	(80%)
	 •	 CALCULATe	VALUe	OF	INKINd
	 •	 Be	ReALISTIC	ABOUT	eXPeNSeS
	 •	 GeT	eSTIMATeS
	 •	 KeeP	AdMINISTRATIVe	COSTS	AS	LOW	AS	POSSIBLe	
	 •	 LeVeRAGe 

TIPS FOR ESTABLISHING A FEE FORMULA
	 •	 KeeP	IT	SIMPLe
	 •	 TAKe	UNIQUe	PROPeRTIeS	INTO	CONSIdeRATION
	 •	 MAKe	FORMULA	BALANCed	
	 •	 Be	CReATIVe	
	 •	 Be	CAUTIOUS	WITH	CONdOS
	 •	 TeST	Fee	PROPOSAL	WITH	OWNeRS
	 •	 SeeK	CONSeNSUS
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5. ESTABLISH A FEE FORMULA 
The steering Committee will establish a fee formula for all properties within the bid. The bid legislation allows all properties to be considered 
as part of the bid fee formula. Therefore, organizers must analyze a variety of fee options that will encourage the maximum participation of 
property owners. it also allows for the bid to exclude certain types of properties from the fee: single family residences, agricultural land and 
non-profits. For example, condominium owners are individual properties within the bid, each with a vote. if one building contains 40 residential 
condominiums, those owners could unfairly skew the voting weight of an individual property within a district. The impact of condominiums and 
other properties should thus be evaluated on the budget and fee structure.

While the MgL c. 40O allows for the bid to establish fees that would generate revenue up to .005 of the assessed value of all property in the 
bid, the objective of the steering Committee is to determine a fee formula that is considered fair and equitable and allows the largest number of 
property owners to participate. 

Massachusetts legislation allows for a wide array of possible variables to be considered in forming a fee structure for the bid, including but not 
limited to the following:

Formula Options
Linear front footage · · · · · · · · · · the length of the property from corner to corner as measured along the sidewalk in front of the building
Gross building square footage · number of square feet in building
Building classification by use · · commercial, non profit, residential or mixed use as defined by the assessors office
Assessed Value · · · · · · · · · · · · · · most recent assessment by community

The steering Committee has the ability to apply one or more of the options to develop a fee that is specific to the needs of the community. 

Once a fee structure is refined, the steering Committee should test the proposed fee structure with peers within the community to gauge 
its acceptance. it is also necessary to determine if the fee structure is sufficient to support the proposed program or if additional sources of 
support are necessary or adjustments to services are required to bring budget projections and expenses in line. 

Waiver of Fee
The BID may waive or reduce the fee for a member for whom the imposition of the fee would create significant 
financial hardship considering such criteria as: 
	 •	Protection	sought	under	Massachusetts	or	Federal	
   laws of bankruptcy or insolvency
	 •	A	vacancy	rate	of	over	80%	
	 •	Foreclosure	by	a	mortgage	holder

The steering Committee is encouraged to establish criteria that are quantifiable. requests for waivers or fee 
reductions are made in writing with supporting documentation. Once the BID is formed, the BID Board of 
Directors makes the determination to grant requests based on the hardship criteria established by the BID. 
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FEE STRUCTURES OF BIDs IN MASSACHUSETTS 

SPRINgFIELD
•	 All	private	and	public	properties	are	included	in	the	BId	with	the	exception	of	residential	
 condominiums and residences of less than four (4) units. 
•	 Commercial	properties	over	50,000	square	feet	may	choose	either	$	0.13	per	square	foot	OR	0.005	
 of the property valuation. The fee structure for properties less than 50,000 square feet is based on 
 0.005 of the property valuation. 
•	 Public	and	non-profits	will	have	negotiated	agreements	with	contributions	of	either	cash	or	
 in-kind services.
•	 Residential	apartments	have	a	fee	based	on	$50/unit/year	plus	$	0.13	per	square	foot	of	
 commercial space. 
•	 Hotels	have	a	fee	based	on	$100/unit/year	plus	$	0.13	per	square	foot	of	commercial	space.	

WESTFIELD
•	 Commercial	properties	have	a	fee	of	0.005	of	the	property	valuation.
•	 Commercial	properties	over	50,000	square	feet	have	a	fee	based	on	$	0.14	per	square	foot.
•	 Residential	buildings	with	four	(4)	or	more	units	have	a	fee	based	on	$50/unit/year.
•	 Hotels	have	a	fee	based	on	$100/room/year	plus	$	0.13	per	square	foot	of	commercial	space.
•	 Public	and	non-profit	properties	have	negotiated	agreements	with	contributions	of	cash	and/or	
 in-kind services. 
•	 Fees	for	commercial	properties	may	not	be	increased	annually	at	a	rate	greater	than	2	1/2%.
•	 Fees	for	other	properties	may	be	increased	annually	by	the	BId	by	a	percentage	not	greater	than	the	
 percentage by which the real estate tax rate of Westfield for commercial properties has increased over 
 the prior fiscal year. 

 
hYANNIS 

•	 each	real	property	is	assessed	an	annual	fee	of	0.003	of	the	property	valuation.	The	maximum	fee	
 from any individual property may not exceed $4,000. 
•	 Residential	properties	and	tax	exempt	properties	are	not	assessed	a	fee	and	are	not	considered	
 members of the bid. 
•	 All	other	properties	within	the	district	that	meet	the	following	criteria	are	considered	participating	
 members in the bid:
  – Properties with frontage on Main st
  – Properties on barnstable Road and Ocean street between North street and south street
  – Properties with frontage on Center street and Willow Avenue between elm street and Main street

NORThAMPTON 
•	 All	private	properties	are	included	in	the	BId	with	the	exception	of	residential	condominiums	and	
 residences with under four (4) units.
•	 Commercial	properties	have	a	fee	based	on	0.005	of	the	property	valuation.
•	 Hotels	have	a	fee	based	on	$200	per	room	per	year.
•	 Single	purpose	cultural	or	entertainment	venues	have	a	fee	.0025	times	the	assessed	value.
•	 Residential	apartments	have	a	fee	of	$100/unit/year	plus	$1.00	per	square	foot	of	commercial	space.	
•	 Public	and	exempt	properties	will	have	a	fee	based	on	negotiated	agreements	including	contributions	
 of cash or in-kind services. 
•	 The	fees	described	above	may	be	increased	annually	by	a	percentage	not	greater	than	the	percentage		
 by which the real estate tax rate of the City of Northampton for commercial properties has increased  
 over the prior fiscal year. 
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6. DEVELOP THE MEMORANDUM OF UNDERSTANDING (MOU) 
The MOu establishes the relationship with the municipality, describes the baseline of municipal services that are provided to the bid, and how 
the municipality will participate in the bid as a property owner and member. This is a win-win opportunity for both the municipality and private 
property owners within the bid to establish a working partnership for success. 

Property owners are frequently concerned about the relationship with the municipality and the possible erosion of services if a bid is formed. 
dispelling these concerns early in the process is an important factor in generating support for the bid. Part of this process involves asking the 
city/town to describe the basic level of services that are currently provided to the proposed bid. The descriptions may be as simple as a letter 
from the department head describing services to a form completed by each department. The bid will annually review the baseline services 
provided by the municipality. A sample baseline Municipal services Form can be found in Appendix 7.

BASELINE PLUS AGREEMENT – THE COMMUNITY’S ROLE IN THE BID
The municipality may participate in the bid as a member through a negotiated agreement to purchase services or provide in-kind services. 
Once the program needs are determined by the steering Committee, there are opportunities for the municipality to support the bid as a 
member through cash or in-kind services. This upfront negotiation seals the relationship with the bid and enhances the partnership between 
the community and bid on an ongoing basis. 

Participation with the bid may include a wide variety of activities such as:
	 •	 Purchase	of	services	like	trash	disposal,	landscaping,	graffiti	removal
	 •	 Purchase	of	equipment	for	use	by	the	BId	such	as	graffiti	removal	machines	or	sidewalk	sweeper
	 •	 Bill	and	collect	the	BId	fee
	 •	 department	support	for	special	events
	 •	 Community	Policing
	 •	 Snow	removal	
	 •	 Parking	promotions/management	of	parking	facilities

specific programs and services are part of the MOu and can be tailored to meet the programmatic needs of the bid. A sample MOu and 
bAseLiNe seRViCes is included in Appendix 8.

7. ESTABLISH A BILLING MECHANISM
The bid fee is billed and collected by the municipality. bid organizers should meet with the Assessor, Collector, Mis department and Treasurer 
early in the process to determine the logistics of generating a bill for bid fees. ideally the bid fee should appear on the municipal tax bill. 
because logistics may take several months to execute, work on this project should begin early in the planning process.

TIPS ESTABLISHING THE MOU
	 •	 esTAbLisH diALOgue WiTH COMMuNiTY eARLY iN PROCess
	 •	 eNLisT CHieF eLeCTed OFFiCiAL TO seCuRe dePARTMeNT HeAd 
  COOPeRATiON THROugHOuT PLANNiNg ANd iMPLeMeNTATiON
	 •	 desCRibe bAseLiNe MuNiCiPAL seRViCes CuRReNTLY PROVided TO disTRiCT
	 •	 deTeRMiNe PROgRAM Needs THAT CAN be suPPORTed bY COMMuNiTY
	 •	 deTeRMiNe CiTY/TOWN COMMiTMeNT As bid MeMbeR
	 •	 CLARiFY ResPeCTiVe ROLes
	 •	 iNCLude MOu iN bid OPeRATiON PLAN

u
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PhASE 3  Conduct the Petition Process

The petition phase of forming a bid should be approached in a systematic and organized manner. The steering Committee is armed with a 
good plan, a team of committed and prepared volunteers and staff and a strategy and timeline for securing signatures of a minimum of 60% 
of the real property owners representing 51% of the district’s assessed value. The Petition is then submitted to the municipal elected body for a 
public hearing and formal vote to establish the bid. This is also a time when a consultant may be helpful to the steering Committee to maintain 
momentum and develop the campaign approach. it is time consuming and labor intensive work, but with a strategy and good direction the 
implementation of the petition campaign should be successful in a timely manner.

1. PREPARE THE BID PETITION 
The bid Petition is used to draft the actual petition that is presented to the community’s elected body for consideration. it includes:
	 •	 BId	Improvement	Plan	–	services,	budget,	fee	structure
	 •	 Hardship	Criteria	for	the	Waiver	or	Reduction	of	Fees
	 •	 Property	Owner	Signatures	(60%	of	real	property	owners	representing	51%	of	assessed	value)	
	 •	 description	of	BId	and	site	map
	 •	Identity	and	location	of	BId	management	entity

The steering Committee will work with legal counsel to 
prepare the petition and the necessary votes that will 
need to be taken by the municipality. The executive 
summary will be used as a “sell piece” in the signature 
campaign.

2. ORGANIZE THE PETITION CAMPAIGN 
Review Process with Municipal Officials
The steering Committee should meet with the City/Town Clerk to review the petition process and campaign and to verify the petition process in 
the community. The MgL c. 40O does not require petition signatures to be notarized, but it is important to review any special considerations a 
community may have relating to petition campaigns. 

Develop a Signature Campaign Strategy  
and Timeline
A good campaign strategy and timeline will provide an 
overall roadmap for the petition drive for signatures. 
The steering Committee should set realistic goals 
and timelines for signatures and develop a plan to 
contact property owners. The steering Committee 
must maintain regular meetings and plan for regular progress reports in obtaining signatures. The plan will keep the campaign focused and on 
schedule. 

Identify Local Staff or Consultant Roles
Orchestrating the signature campaign requires the steering Committee to take a good hard look at the amount of time it will commit as 
volunteers to the effort and the necessary manpower it will require to complete in a timely fashion. 

Rarely will a volunteer committee have the manpower or time to secure signatures of the number of property owners needed for the petition for 
larger campaigns. The steering Committee may decide to hire local staff or a consultant to help secure signatures and manage the campaign. 

8
CHECKLIST FOR SUCCESS
CReATe A NeTWORk FOR OuTReACH TO PROPeRTY OWNeRs
ReVieW PROCess WiTH MuNiCiPAL OFFiCiALs 
deVeLOP A sigNATuRe CAMPAigN sTRATegY ANd TiMeLiNe
ideNTiFY LOCAL sTAFF OR CONsuLTANT ROLes

8
CHECKLIST FOR SUCCESS
PRePARe bid PeTiTiON FOR VOTe 
ORgANiZe THe PeTiTiON CAMPAigN sTRATegY ANd TiMeLiNe 
MAiL iNFORMATiON PACkAge TO PROPeRTY OWNeRs
sigNATuRe CAMPAigN
LegisLATiVe AuTHORiZATiON PROCess 
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3. MAIL INFORMATION PACKAGE TO PROPERTY OWNERS
using the list of property owners created from the 
database, the steering Committee will initiate contact 
with property owners. All contact with property owners 
in the petition phase of the bid process should be 
documented. Record the date of the mailing of packets to 
property owners and document signatures that have been 
obtained on the database spreadsheet and bid map. 

The bid improvement Plan including a cover letter from 
the Chairperson of the steering Committee, an executive 
summary, MOu and other support material should be 
mailed to all property owners within the proposed district. 
The packet should provide all the information an owner 
would need to make an informed decision about the bid. 
The packet should also include a petition signature page 
and self addressed stamped envelop for owners who 
would like to indicate their support of the bid improvement Plan. 

4. CONDUCT THE SIGNATURE CAMPAIGN 
Once the bid improvement Plan has been mailed to bid property owners and other stakeholders, the steering Committee will officially launch 
the bid signature campaign with a special forum. This special forum will include the presentation of the bid improvement Plan. steering 
Committee members should be prepared to answer any questions, and ask for support from property owners in attendance, or schedule a time 
to follow up with attendees. Property owner guest speakers from established bids who could reinforce the benefits of a bid may also be invited 
to launch the signature campaign. 

The bid petition process requires the signatures of a minimum of 60% of real property owners in the proposed district representing a minimum 
of 51% of the assessed valuation. A strong campaign should aim for property owner support that is higher than the minimum to demonstrate 
a solid mandate for creating a bid and prove to elected officials that there is strong support for adopting the bid. in order to accomplish this 
goal, the steering Committee staff need to follow a campaign strategy. gathering signatures for the campaign is the point in the bid petition 
process that is hard work. All petition signature originals should be maintained by the steering Committee staff. The steering Committee 
must be engaged to sign the petition for their own properties and be willing to contact their peers. staff will be engaged to assist the steering 
Committee and secure signatures from other property owners within the district. it is at this point that the bid process could lose momentum. 
Maintaining a regular schedule of meetings and clearly defined signature goals will keep the campaign moving forward. 
 
Once the threshold of signatures has been secured, the steering Committee presents a formal petition to the City/Town Clerk to request a 
public hearing on the formation of the bid. This submission starts the clock ticking on the legislative authorization process. 

TIPS FOR OBTAINING SIGNATURES 
	 •	 ARRANGe	edITORIAL	SUPPORT	TO	PROMOTe	BId
	 •	 ORGANIZe	PROPeRTIeS	BY	SIZe,	USe,	MULTIPLe	
  OWNeRsHiP, CLAssiFiCATiON
	 •	 GATHeR	INITIAL	SIGNATUReS	FROM	KNOWN	SUPPORTIVe	
  OWNeRs ANd sTeeRiNg COMMiTTee MeMbeRs
	 •	 OBTAIN	SIGNATUReS	FOR	PUBLICLY	OWNed	PROPeRTIeS
	 •	 dIVIde	LIST	OF	PROPeRTY	OWNeRS	AMONG	STeeRING	
  COMMiTTee MeMbeRs
	 •	 FINd	BId	AdVOCATeS	TO	SOLICIT	OTHeR	PROPeRTY	
  OWNeRs
	 •	 APPOINT	BLOCK	CAPTAINS	TO	SeCURe	SIGNATUReS	
  FROM NeigHbORs
	 •	 KeeP	MOVING	TO	BUILd	MOMeNTUM	—
  dON’T geT bOgged dOWN WiTH OPPONeNTs
	 •	 COMMUNICATe

u

  

THRESHOLDS – What Do They Mean?
BIDs must have the support of “60% of real property owners in the district that represents 51% of the assessed valuation”. This is done to 
ensure that BIDs contain a broad spectrum of large and small properties within the district. 

EXAMPLE:	The	proposed	district	has	300	individual	parcels	listed	by	the	Assessor’s	office.

60% OF reAl PrOPerTy every piece of property that receives a tax bill is counted as a separate signature for the petition. Organizers 
must get signatures of at least 60% of the property owners or 180 parcels within the district. 

51% OF vAlUe The value of the parcels needs to add up to a minimum of 51% of the total value of the district. so if the total value of the 
district is $20,000,000 … then the value of the properties in the petition must be more than $10,200,000. 
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5. ORGANIZE THE LEGISLATIVE AUTHORIZATION PROCESS

Prepare Petition Packets for All Public Officials
elected officials will be required to vote on the establishment of the bid. it is important that they be fully informed about the details of the 
bid improvement Plan, boundaries, fee structure and other issues. elected officials should periodically be briefed about the bid improvement 
Plan and provide written fact sheets for their consideration. 
The better informed, the more likely they will be to correct 
misconceptions brought to them by their constituency. 
Additionally, providing complete information prior to the 
Public Hearing will allow time to address any lingering 
concerns or questions.

Organizers should submit the petition packet to 
Massachusetts department of Housing and Community 
development, MA downtown initiative.

Mail Notices for Public Hearings and Place Advertisements of Public Hearing
Organizers must carefully document the notification of property owners to ensure compliance with the timelines established in the enabling 
legislation. using the official list of property owners provided by the Assessors office, bid organizers will mail all notices to property owners and 
retain documentation of the mailing. save mailing labels, 
and record the date of the mailing of the public hearing 
notices to property owners for the files. Retain original 
advertisements that have appeared in local print media. 

The public hearing is the opportunity to present the full 
bid improvement Plan to the community and address 
questions. Notices are mailed to all property owners and 
documentation retained for the records.

Prepare Votes for BID and MOU
Legal counsel for the bid may draft proposed language for 
the necessary votes from the municipality to establish the 
bid and authorize city/town officials to enter into a MOu 
with the bid. The bid legal counsel will review the necessary votes with the municipality’s legal representative prior to the vote to address any 
questions. (see Appendix 9)

Prepare Presentation for Public Hearing
The Public Hearing is an opportunity to make a presentation on the bid program and details of the bid improvement Plan. depending on the 
community, this may be an elaborate or simple presentation. it is critical that the presenter of the bid improvement Plan at the Public Hearing 
is well versed on the details of the program and prepared to answer any questions that are presented. The presenter may be the steering 
Committee Chair, consultant, or key property owner. Legal counsel should attend the Public Hearing to answer any technical questions that 
arise. Property owner proponents and tenants should be encouraged to attend and speak in favor of the bid. Additionally, organizers should 
have Fact sheets or bid plan summaries to be handed out as necessary.

Mail Notices and Place Advertisements of Notice 
of Organization
Once a vote to establish a bid has been taken, 
a Notice of Organization must be mailed to all 
property owners in the bid using the official list of 
property owners provided by the Assessors’ office. if   

“Opt Out” Provision
MgL c. 40O allows for property owners to “opt out” of participation within 30 days 
of the vote to establish a bid. it is important to note that all property owners are 
considered participants of the bid unless they formally “opt out” in writing to the 
city/town clerk within the allotted time. 

TIPS FOR LEGISLATIVE AUTHORIZATION SUCCESS
	 •	 ALWAYs use OFFiCiAL LisT deVeLOPed FROM AssessORs 
  OFFiCe dATAbAse
	 •	 ReTAiN dOCuMeNTATiON OF ALL MAiLiNgs ANd AdVeRTiseMeNT
	 •	 ideNTiFY eLeCTed OFFiCiAL TO COORdiNATe PubLiC HeARiNg 
  ANd VOTe ON bid ANd MOu
	 •	 RALLY sTAkeHOLdeR suPPORT AT PubLiC HeARiNg
	 •	 LeGAL	SUPPORT
	 •	 COUNT	VOTeS	and	IdeNTIFY	OPPOSITION

u

8

CHECKLIST FOR SUCCESS
PRePARe PeTiTiON PACkeTs FOR ALL eLeCTed OFFiCiALs 
MAiL NOTiCes and PLACe AdVeRTiseMeNTs OF 
 PubLiC HeARiNg 
PRePARe VOTes FOR bid and MOu
PRePARe PReseNTATiON FOR PubLiC HeARiNg
MAiL NOTiCe and PLACe AdVeRTiseMeNT OF NOTiCe OF 
  ORgANiZATiON  TO PROPeRTY OWNeRs

MONiTOR “OPT OuT” WiNdOW
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property owners choose to not participate in the bid they must “opt out” in writing to the city/town clerk within the timeframe outlined in the 
Notice of Organization. For this reason, while not required, it is recommended that the Notice of Organization be mailed by certified mail and 
documentation retained as proof that the owner has received this important information. The Notice of Organization must be published for two 
consecutive weeks in a general circulation newspaper, with the last publication at least seven days prior to the “opt out” date deadline.

PhASE 4  initiate Operations 

Once the formal approval process is complete, the bid officially enters its operational phase. The board of directors, has the full authority to 
manage or delegate management of the bid based on the enabling legislation and the bid improvement Plan. This is an exciting and frequently 
frustrating period for the steering Committee and property owners alike. it is important to establish reasonable expectations with property 
owners about the start up period necessary to initiate services to the bid. Property owners need to expect that a new bid will take a minimum 
of six to eight months to initiate services to the district. 

Once the bid has been officially formed, the steering Committee will turn its efforts to initiating services and setting up the legal and 
administrative operations of the bid. 

1. FORM BYLAWS AND ARTICLES OF ORGANIZATION
The bid steering Committee will draft bid bylaws and Articles of 
Organization that will establish the governance of the bid. The 
bylaws identify the composition of the board of directors and 
basic structure of the organization. sample bylaws and articles of 
organization are included in Appendix 10.

2. ESTABLISH THE INITIAL BOARD OF DIRECTORS
BID Management
bids are non-profit entities managed by a board of directors comprised of property owners or their representatives. The bid board has 
a fiduciary responsibility for the bid budget, hires and oversees the staff of the bid. The board should be representative of the variety of 
properties that make up the bid including commercial, residential, non-profit and institutional uses. Property owners may assign designees to 
serve as their representatives on the board of directors. 

The bid bylaws establish the composition of the board of directors. The board of directors should be a reasonable number of representative 
property owners in the bid. Terms for the initial board should be staggered to ensure a smooth transition of incoming members. A mailing to all 
property owners will include information on the board categories available and how to indicate interest in the position. The steering Committee 
will vote and/or recommend the initial board of directors to the property owners for a vote of the membership. 

8

CHECKLIST FOR SUCCESS
FORM bYLAWs and ARTiCLes OF ORgANiZATiON
esTAbLisH iNiTiAL bOARd OF diReCTORs and OFFiCeRs
FiLe FOR NON-PROFiT sTATus
iNiTiATe COMMuNiCATiON WiTH OWNeRs/MediA
sOLiCiT RFPs for seRViCes FROM VeNdORs
HiRe sTAFF
HOLd FORMAL LAuNCH OF seRViCes

The Legislative Authorization Process

DAY 1 
Petition To City/Town Clerk                    

City/Town Council Schedules 
Public Hearing – Within 60 Days 
 • Mail Notice Of Public Hearings To Property Owners 
  Within 30 Days Of Public Hearing
 • Advertise 2 Weeks Before
 • Advertise 1 Week Before

DAY 135
Formal “Opt Out” Period Ends

Initiate Bid Program DAY 60
Public Hearing

Elected Body Takes Vote
 Within 45 Days Of Public Hearing

v w
DAY 105
Notice Of Organization Mailed 
to Property Owners - 30 Days 

Advertise 2 Weeks Before 

Advertise 1 Week Before

, y h
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selecting the first bid board President is essential in establishing 
the tone and stature of the organization. The initial board President 
should be able to provide strong and consistent leadership during 
the startup phase. The President should be a fair and respected 
property owner with stature as a community leader. 

The steering Committee may recruit the first President based on the following criteria:
 Community stature  ·  Leadership Ability  ·  Fair  ·  Well Respected

The board can act as the management entity directly or contract with another organization for management staffing services. if a management 
entity is utilized, such entity is required to furnish a surety bond conditioned on the faithful performance of its duties.  The local governing body 
may establish rules and regulations regarding the bid board of directors. 

3. APPLY FOR NON-PROFIT STATUS 
The bid will apply for non-profit status with the internal Revenue service. This action may be taken at any point in the bid planning process and 
filed once the bid has been formally adopted. Most bids operate as 501(c) (6) organizations which are similar to Chambers of Commerce. 
some bids may choose to establish a 501(c) (3) organization as part of their structure or may evolve as a part of an existing downtown 
organization with 501(c) (3) status. This designation allows the bid to conduct tax deductible fundraising and other applicable activities. 

Section 501(c) (3) Organization
An organization that is specifically exempted from income tax. it must meet certain criteria including:

PURPOSE: religious, charitable, scientific, testing for public safety, literary, educational purposes.

EARNINGS: does not inure to the benefit of any private shareholder or individual.

NOT LOBBYING: no substantial activity to influence legislation.

NOT POLITICAL: does not participate on behalf of any candidate for public office.

Section 501(c) (6) Organization 
PURPOSE: A business league devoted to the improvement of business conditions of one or more lines of business. The mission of a 501(c) (6) 
organization must focus on the advancement of the conditions of a particular trade or the interests of the community. 

EARNINGS: it is not engaged in any regular business typically carried on by for-profits. Trade associations and professional associations are 
considered to be business leagues. 

LOBBYING: lobbying as its primary activity without jeopardizing its exempt status. 

4. COMMUNICATE WITH MEMBERS 
Communications during this period is essential. Many members 
expect to see services immediately upon a vote to establish the bid.  
Regular communication with owners to document the activity that 
is happening behind the scenes will help establish reasonable 
expectations.  The media is an important outlet to inform the 
broader community of progress with initiating operations of the bid. 
stay visible, celebrate milestones and create newsworthy media 
opportunities. 

TIPS FOR STARTING UP OPERATIONS
	 •	 esTAbLisH bid OFFiCes
	 •	 STAFF
	 •	 OPeN	BANK	ACCOUNTS
	 •	 OBTAIN	INSURANCe	and	ACCOUNTING	SeRVICeS
	 •	 GeNeRATe	BILL	FROM	COMMUNITY

u

TIPS FOR COMMUNICATION DURING STARTUP
	 •	 WebsiTe POsTiNgs OR bLOgs
	 •	 PRess ReLeAses 
	 •	 LisTseRVe NOTiCes
	 •	 CAbLe ANd RAdiO APPeARANCes
	 •	 NeWsLeTTeRs
	 •	 PHOTO OPPORTuNiTies
	 •	 PRess kiTs TO MediA
	 •	 PReseNTATiONs TO CLubs ANd 
  CiViC ORgANiZATiONs 

u
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5. HIRE STAFF
The bid should establish office space within the district and engage the necessary management staff to administer it in a professional and  
cost effective manner. The bid will operate under the direct control of the board of directors which will be responsible for staff management; 
and establishing fund accounts and internal controls. 

The alternative to staff management directly by the board of directors would be contracting for management services to another organization. The 
board of directors would retain fiduciary responsibility for the bid but would not be solely responsible for the hiring and management of staff. The 
bid staff will work with the city/town to process invoices for bid fees. This should be done as soon as possible since the first mailing will be the 
most difficult.

Staffing and Supervision
Most bids maintain a small professional staff to oversee the 
implementation and management of services and programs within 
the district. staffing for a bid is contingent on the program size and 
budget. bid staff salaries should be in line with the professional 
staff responsibilities that are required for the position. industry 
salary surveys are available to determine the appropriate salary 
ranges for professional bid staff. Typical staff will be charged with 
the following responsibilities:

Executive Director
	 •	 Prepare	the	Financial	Plan	for	review	and	approval	by	the	BId	Board.
	 •	 Arrange	for	the	collection	and	disbursement	of	the	BId	fees,	and	all	other	charges,	fees,	and	revenues	of	the	BId.	
	 •	 establish	procedures	necessary	to	perform	the	functions	called	for	under	the	Financial	Plan	and	budget.	
	 •	 Manage	day	to	day	operations	of	the	Board,	its	employees,	and	contractors.
	 •	 Hire	and	supervise	employees,	agents	and	contractors	as	are	needed	to	perform	its	function	for	the	BId.
	 •	 Negotiate	agreements	with	public	and	non-profit	BId	members.	
	 •	 Handle	requests,	communication,	and	correspondence	with	elected	officials	and	city/city/town	agencies.	
	 •	 Serve	as	primary	spokesperson	for	the	BId	along	with	Chairperson.
	 •	 ensure	all	requirements	of	MGL	c.	40O	are	met.	

Operations Manager
	 •	 Administer	the	daily	accounting	requirements	and	internal	controls.		
	 •	 Coordinate	contact	with	the	Treasurers	office.	
	 •	 Maintain	an	internal	set	of	records	on	fee	payments,	
  delinquencies and collections. 
	 •	 Manage	maintenance	contractor	including	employee	training,	
  evaluations and coordination with vendor.
	 •	 Approve	purchase	orders,	oversees	inventory	control.
	 •	 Research	and	evaluate	equipment	needs,	recommends	vendors.
	 •	 Coordinate	preparation	of	annual	budget.
	 •	 establish	protocols	and	service	guidelines	for	all	individuals	and/or	
  subcontractors providing services to the bid.
	 •	 Review	BId	procedure	and	personnel	practices	and	productivity	
  measures for all bid contractors
	 •	 Review	and	monitor	deployment	schedules	for	all	field	personnel	providing	services	to	the	BId.
	 •	 Monitor	program	effectiveness	and	make	recommendations	to	improve	services	as	appropriate.
	 •	 Organize	base	office.

TIPS ON CHARACTERISTICS OF BID DIRECTOR
	 •	 kNOWLedge OF COMMuNiTY
	 •	 sTRONg COMMuNiCATiON skiLLs
	 •	 eNTHusiAsM
	 •	 COLLAbORATiVe sTYLe
	 •	 PeOPLe PeRsON
	 •	 eduCATiON OR exPeRieNCe WiTH 
  bid PROgRAMs

u



A Guide For establishing Bids          25

Marketing Manager 
	 •	 Manage	media/public	relations	for	BId.
	 •	 develop	communication	materials	for	BId	members	and	public.
	 •	 Create	and	update	website.
	 •	 Coordinate	events.
	 •	 Manage	media	and	cross	promotional	advertising	programs.

6. SELECT VENDORS FOR PROGRAM SUCCESS
depending on the bid programs, Requests for Proposals should be advertised for bid services. bid board Members should take an active role 
on subcommittees to review and select vendors to provide services for the bid. 

services may include: 

 MAiNTeNANCe  LANdsCAPiNg    MARkeTiNg  
 gRAPHiC desigN PubLiC ReLATiONs    WebsiTe deVeLOPMeNT  
 eVeNT ORgANiZiNg LegAL, iNsuRANCe ANd ACCOuNTiNg  eCONOMiC deVeLOPMeNT

7. SEND OUT INITIAL BILLING FOR BID ASSESSMENT

8. FORMALLY LAUNCH SERVICES
The formal launch of bid services should be considered an important media opportunity and important benchmark for property owners. 
Ongoing communication with property owners as services are launched and expanded will keep bid members updated on problems and 
program adjustments. This direct line of communication is important to ensure that owner expectations are acknowledged and taken into 
consideration. The bid will have contracts for services with vendors, appropriate staff and an administrative structure for the operation of  
the bid. 

9. UPDATE IMPROVEMENT PLAN
every three years the bid will draft and mail a new bid improvement Plan for the review and approval of its membership. The bid improvement 
Plan must be approved by a majority of participating property owners. updated plans should be submitted to the Massachusetts department 
Housing and Community development, MA downtown initiative.

10. AMEND, EXPAND OR DISSOLVE THE BID
Amendments to the bid improvement Plan that result in changes such as the following:

	 •	 additional	improvements,	or	services	which	affect	more	that	25%	of	the	total	budget	
	 •	 changes	the	fee	structure
	 •	 changes	the	management	structure
	 •	 boundary	changes

are subject to  the approval of the municipal governing body if they determine  that it is in the public interest to adopt the proposed changes. 
The process requires a 30 day notice of a public hearing. Within 30 days of the public hearing, the municipal governing body 
may, at its sole discretion, declare the amendments approved or disapproved. if approved, such amendments become effective upon the 
date of the approval. 
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Any amendment to expand the district boundaries requires that any property owner added to the district be notified of the new boundaries. 
They may elect not to participate. The property owner must indicate in writing to the City/Town Clerk that they choose to “opt out” of the bid. 

A bid may be dissolved by a petition to the municipal governing body and a decision by the governing body to authorize dissolution after a 
public hearing. The petition must contain the signatures of at least 51% of the assessed valuation or at least 51% of the property owners within 
the district. The bid must satisfy or pay in full any outstanding indebtedness, obligations, and liabilities and may not incur any new financial 
obligations. Any remaining revenues from the sale of assets are refunded to the property owners in the bid by applying the same formula used 
to calculate fees.
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Appendix 1 Key Responsibilities
 Northampton Framework

Appendix 2 Sample Database Spreadsheet

Appendix 3 Project Plan Outline and Timeline 

Appendix 4 SWOT

Appendix 5 Sample Survey

Appendix 6 Sample Budget

Appendix 7 Sample Municipal Baseline 
 Services Form

Appendix 8 Sample MOU and Baseline Services

Appendix 9 Sample Vote Language 

Appendix 10 Sample Bylaws and Articles 
 of Organization
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Northampton Bid

Key Responsibilities: 

Steering Committee
supervises establishment of a business improvement district through start-up. includes funding, staffing, leadership with property owners, 
stakeholders and city officials. Responsible for all deadlines and decisions.

Consultant
Advises the steering Committee on the strategy and procedures to establish a business improvement district. Oversees the creation of the 
bid business plan. Attends all steering Committee meetings. serves as a resource to the steering Committee to influence support for the 
bid. supervises administrative staff responsible for the bid formation.

Chamber/Administrator
Provides clerical and administrative support to steering committee and consultant. Works with steering Committee throughout petition pro-
cess to gather signatures and verify them. Coordinates creation of marketing materials, distribution of bid plan, presentations and mailings.

City
is a behind-the-scenes supporter of the bid. Provides real estate data base.  Provides technical support including legal review for compli-
ance, mapping, databases, service agreements, billing procedures. Coordinates local government participation and approvals.

Appendix 1 Key Responsibilities
 Northampton Framework
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Phase One: Test the Feasibility

Purpose: Get agreement to formally explore the applicability and feasibility of forming a BID.

TASK

RESPONSIBLE PARTY

AD-HOC/ 
STEERING 

COMMITTEE
CONSULTANT

CHAMBER/
ADMINISTRATOR

CITY

Identify supportive private property owners. 

Create database of property owners in  
proposed district. 

Identify possible funding sources.  

Identify staffing and resources required.  

Educate stakeholders on BID concept.  

Identify & secure the funds for the BID development. 
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Phase 2: Create the BID Improvement Plan

Purpose:  Create the organizational framework for developing the BID plan and adoption. 
 Assemble the information needed to develop a BID Improvement Plan.

TASK

RESPONSIBLE PARTY

AD-HOC/ 
STEERING 

COMMITTEE
CONSULTANT

CHAMBER/
ADMINISTRATOR

CITY

Establish Steering Committee 

Create a timeline for BID formation  

Review enabling legislation  

Identify and hire consultants. 

Conduct summit to create framework 
for BID service plan.  

Create a government support team. 

Establish study area boundaries. 

Create database of business and real estate  

Draft baseline service agreements and 
participation agreements with local government.  
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Phase 2: Continuation of Creating the BID Business Plan

Purpose: Develop a plan that is well-supported by property owners.

TASK

RESPONSIBLE PARTY

AD-HOC/ 
STEERING 

COMMITTEE
CONSULTANT

CHAMBER/
ADMINISTRATOR

CITY

Assess needs of the district.

Focus Groups

1-to-1 Mstafeetings (selected)

Surveys 

Forums



















Finalize BID boundaries. 

Define a program of services.  

Develop a BID budget.  

Develop an assessment methodology.  

Finalize City participation agreements.   

Create BID governance structure (Organization type, 
administration and staff).  

Create business plan document. 

Distribute draft plan for review and comment. 

Finalize BID business plan.  
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Phase 3: The Petition Process

Purpose: Acquire support necessary to finalize approval of the BID.

TASK
RESPONSIBLE PARTY

AD-HOC/ STEER-
ING COMMITTEE

CONSULTANT
CHAMBER/

ADMINISTRATOR
CITY

Assess/Evaluate Individual Property Owner Support 
(Likely, Undecided, Unlikely, Unknown).  

Mobilize Steering Committeeto “Sell” Bid.  
Prepare Marketing Materials.  
Educate Local Officials. 
Organize and Launch Petition Campaign.  
Present to City Council for Approval. 
Monitor Property Owners Throughout “Opt Out” Period. 

Phase 4: Initiate Services

Purpose:  Create the BID.

TASK

RESPONSIBLE PARTY

AD-HOC/ 
STEERING 

COMMITTEE
CONSULTANT

CHAMBER/
ADMINISTRATOR

CITY

Hire Staff. 
Establish Offices.  
Develop Billing and Collection System with City.  
Elect Board of Directors 
Create Work Program and Timetable. 
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PROJECT PLAN

PHASE 1 Test the Feasibility

Target Completion Date (Phase 1):  

ITEM Target 
Start  Date

Actual 
Start Date

Target 
Completion 

Date

Actual 
Completion

Date
1. Are Conditions Right For a BID?

•	Property	Mix

•	Stakeholder/Political	Support

•	Stable	economic	Base

•	Planned	developments

2. State Case for BID

•	develop	Statement	of	Need

3. Introduce BID Concept

•	Host	Community	Forums

•	Road	Trips	to	Visit	Working	BIds

•	Media	Kit

•	Create	FAQ

•	Create	BId	Fact	Sheet

•	Other	Information

4. Recruit Steering Committee

•	Identify	Members

•	Select	a	Chairperson

•	Create	a	Shared	Vision

Appendix 3 Project Plan Outline and Timeline
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PROJECT PLAN (continued)

PHASE 1 Test the Feasibility

Target Completion Date (Phase 1):  

5. Find Resources

•	Start-up	Budget	

•	Staff/Volunteers/Consultants

•	Legal	Counsel

•	Overhead	expenses

•	Printing

•	develop	Marketing	Materials

6. Establish Preliminary Boundaries

•		develop	a	Base	Map

7. Create a Database of Properties

•		Assessor’s	Information	for	Proposed	district

•	Create	Spreadsheet	with	Needed	Fields

8. Develop Plan Outline & Timeline 

•	Create	Benchmarks
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PROJECT PLAN

Target Completion Date (Phase 2):  

ITEM
Target 

Start  Date
Actual 

Start Date

Target 
Completion 

Date

Actual 
Completion

Date

1. Conduct Needs Assessment

2. Community Outreach

•	Community	Forums

•	Surveys

•	Focus	Groups

•	Websites

3. Write BID Improvement Plan

•	determine	Programs	and	Services

4. Determine Budget

•	Other	Funding	Options

5. Establish Fee Formula

6. Develop Memorandum of Understanding

•	establish	Baseline	Services

•	MOU	

•	Baseline	Plus	Agreement	

7. Establish Billing Mechanism

PHASE 2 Create the Bid improvement Plan
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PROJECT PLAN

Target Completion Date (Phase 3):  

ITEM
Target 

Start  Date
Actual 

Start Date
Target 

Completion Date

Actual 
Completion

Date
1. BID Petition

•	BId	Plan	Program/Services

•	Budget

•	Fee	Structure

•	Boundaries

•	Management	Criteria

•	Hardship	Criteria

•	Signatures

2. Organize Petition Campaign

•	Review	with	Municipality

•	Staffing	and	Consultant	(If	Needed)

3.  Mail information package

4. Signature Campaign

•	editorial	Support

•	Organize	Properties

•	Signatures	-	Stakeholders

•	Signatures	-	Public

•	Assign	and	Solicit	Calls	to	Steering	Committee	and	Staff

•	Appoint	Block	Captains

•	Communicate	Progress	

PHASE 3 Conduct the Petition Process
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PROJECT PLAN (continued)

Target Completion Date (Phase 3):  

5. Legislative Authorization Process

Notice of Public Hearing
•	Mailing
•	Advertise	1

•	Advertise	2

Public Hearing

Notice of Organization

•	Mailing

•	Advertise	1	

•	Advertise	2

Opt – out Period

PHASE 3
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PROJECT PLAN

Target Completion Date (Phase 4):  

ITEM
Target 

Start  Date
Actual 

Start Date

Target 
Completion 

Date

Actual 
Completion

Date

1. Form Bylaws and Articles of Organization

2. Establish Initial Board of Directors

3. Apply for Non Profit Status

4. Communicate With Members

•		Website	Postings	or	Blogs

•		Press	Releases	

•		Listserve	Notices

•		Cable	and	Radio	Appearances

•		Newsletters

•		Photo	Opportunities

•		Press	Kits	to	Media

•		Presentations	to	Clubs	and	Civic	Organizations

5.  Hire Staff

6. Select Vendors for Program Services

•		Prepare	RFP

•		Review	Proposal

•		Negotiate	Contracts

PHASE 4 initiate Services
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PROJECT PLAN

Target Completion Date (Phase 4):  

ITEM
Target 

Start  Date
Actual 

Start Date

Target 
Completion 

Date

Actual 
Completion

Date

7. Generate Assessor Invoice

8. Formal Launch of Services

•	establish	BId	Offices

•	Open	Bank	Account

 •	Obtain	Insurance	&	Accounting	Services

•	Strategy	for	Communicating	with	BId	Members

PHASE 4 initiate Services
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Conducting a SWOT or (OTSW) 

What is it?
The granddaddy of focus group data gathering processes is the traditional SWOT and its updated offspring, 
OTSW Analysis. You can SWOT (or OTSW) a concept, a program, a department, a school, or a new initiative. 
You can even SWOT a person, although one must be careful when doing so. 

When doing SWOT Analysis, remember that the S and the W are INTERNAL and the O and T are external. 
Traditionally, facilitators begin with the organization’s Strengths and Weaknesses and then move out to the 
external Opportunities and Threats.  Recent thinking prompts consideration first of the opportunities and 
threats existing in the “outside world” against which the institution can leverage its strengths and find conviction 
to correct its weaknesses. We like this reversal of the traditional order because it helps an organization place 
itself in context.

Method

Group Process Technique: Brainstorming
Purpose: To generate a large quantity of ideas in response to a stated problem or question.

The group is asked to generate as many responses to the following questions within a limited time frame (10-20 
minutes per question). All responses are recorded verbatim and ideas are not judged until evaluation time.

Group Size: Can be used with any number of participants (large groups can be broken into smaller groups of 
6-10 to maximize output)
Resources: Flip chart and markers

Procedure

1. Explain basic rules of brainstorming1: 

a. Don’t evaluate the idea; defer judgment.
b. Quantity is the goal.
c. The wilder the better.
d. Record each idea verbatim.
e. Tagging on or combining ideas is okay.

2. Begin brainstorming by asking the following questions:

a.  What opportunities exist in our external environment?
b.  What threats to the institution exist in our external environment?

Brainstorm these along the lines of:

•	 Political, economic, social, technology
•	 Market size and behavior
•	 Constituent behavior
•	 Benefits sought
•	 Potential new entrants
•	 Direct competitors’ performance, strategies, capabilities, intentions

1  The Facilitator’s Fieldbook, Tom Justice and David Jamieson

Appendix 4 SWOT
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     3. What are the strengths of our institution?
     4. What are the weaknesses of our institution?

Brainstorm these along the lines of:

•	 Ability to design/innovate
•	 Ability to source and produce
•	 Ability to market and service
•	 Ability to finance
•	 Ability to manage

5. Record all ideas verbatim.
6. After all ideas have been storyboarded and the time limit is up, categorize ideas into 
     thematic groupings. 

Facilitator Notes To Wrap Up

1. Prioritization is a key factor in obtaining useful SWOT (OTSW) data, as the output from brainstorming 
will be significant. At the end of the small group reports, reduce the list of strengths and weaknesses to 
no more than five distinctive competencies and debilitating weaknesses: 

a. Strengths that are distinctive competencies 

Are those few things that your institution does best that constituents really care about and that 
set it apart from other market entries. Core competencies usually attract widespread agreement. 
An organization will focus on capitalizing on its distinctive competencies.

b. Weaknesses that are debilitating

Are those areas in which constituents expect and demand performance or competency and 
the institution is dangerously lacking. Debilitating weaknesses frequently attract widespread 
agreement. An organization will focus on correcting its debilitating weaknesses.

      2.  Reduce threats and opportunities to the five most critically important of each.
    
Questions to Consider when Evaluating OTSWs or SWOTs:

1. What will the institution gain if it does nothing? What will it lose? 
2. What will the institution gain if it launches a successful initiative? What will it lose if it does not?
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SWOT(OTSW) MATRIX

1. What are the Threats and Opportunities present in the external marketplace that effect this 
school, department, program, project?

2. What are the Strengths and Weaknesses present inside the institution that effect this 
school, department, program, project?

Opportunities Threats

Strengths Weaknesses
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Business improvement district 
SuRvEy 

Newspaper or Website Insert 

Why do you go to downtown ___________________? 
  i Work There 
  i Live There 
  i Visit Often 
  i Visit Occasionally 
  i Hardly ever go 

Which of the following activities has brought you to 
Downtown _____________ in the past year? 

  shopping 
  eating At A Restaurant 
  seeking Medical Care 
  Visiting A Professional Office 
  Attending A Concert Or Other Performance 
  Attending A sporting event 
  Attending A Civic event 
  Visiting A Library Or Museum 
  going To An entertainment Club 
  Visiting City Hall Or Other government Offices 
  Attending A Class Or Lecture 
  Attending Festivals 
  Other ________________________________________

How would you rate your typical, overall impression when 
you visit the downtown? 

  great 
  Very good 
  Average 
  Poor 

Please Rate The Following Types Of Retail Businesses 
According To Your Preferences For Shopping And Dining In A 
Downtown Area? 0= Lowest 5=Highest 

National chains and franchise businesses 0 1 2 3 4 5

Locally owned one-of-a-kind shops   0 1 2 3 4 5

Large stores with large selections   0 1 2 3 4 5

small specialty shops   0 1 2 3 4 5 

How Active Is The Downtown When You Are There? 
  Very Active 
  Active 
  somewhat Active 
  Not Very Active 

How convenient do you find the parking downtown? 
  Very Convenient 
  somewhat Convenient 
  Not Very Convenient 
  inconvenient 

The most important improvement to the downtown would be to:
__________________________________________________
__________________________________________________
__________________________________________________
__________________________________________________
__________________________________________________
__________________________________________________
_________________________________________________ 

Where Do You Live? 
  springfield 
  Westfield 
  Hampden 
  Chicopee 
  Longmeadow 
  Holyoke 
  Agawam 
  Ludlow 
  West springfield 
  east Longmeadow 
  Other 

Do you own property downtown? 
  yes
  no 

Appendix 5 Sample Survey



A Guide For establishing Bids          45

Sex 
  Male 
  Female 

Age 
  Less That 20 years old
  20 To 30 years old
  30 To 40 years old
  40 To 50 years old
  50 To 60 years old
  Over 60 years old

How much do you agree with the following statements? 

5 = Strongly Agree
4 = Somewhat Agree
3 = Agree 
2 = Disagree
1 = Strongly Disagree

downtown is: 
 _____ is a safe place to work, visit, or live 
 _____ is easy to get to by major roads and highways 
 _____ is well maintained and attractive 
 _____ Has adequate opportunities to dine 
 _____ Has adequate opporunities for shopping 
 _____ is a good location for more business and shops 
 _____ is a good location for more office buildings 
 _____ is a good location for cultural and entertainment uses 
 _____ Has attractive parks and open spaces 
 _____ is a pleasant and easy place to walk 
 _____ contains important businesses and institutions that can  
    help to attract other organizations and businesses 
 _____ is a good place to build new or renovated housing for 
    people desirous of urban living 

How important do you consider the following actions to 
Enhancing the downtown as the center of________? 

5 = Very Important
4 = Somewhat Important
3 = Important
2 = Not Important
1 = Necessary

 _____ More places to shop 
 _____ More restaurants 
 _____ More cultural or arts events 
 _____ More sporting events 
 _____ More activities in the evenings 
 _____ Reuse and improvement of older buildings 
 _____ greater public safety measures 
 _____ Restoration of historic buildings 
 _____ More parking 
 _____ More entertainment choices 
 _____ Hotel choices 
 _____ improvements in the residential areas downtown 
 _____ special seasonal attractions 
    (ice skating, farmers markets other) 
 _____ better public transportation 
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Sample Budget

INCOME

bid Fee Revenue $

PubLiC exempt iN kiNd $

PubLiC exempt CAsH $

NON PROFiT iN kiNd $

NON PROFiT CAsH $

dONATiONs $

sPONsORsHiPs $

gRANTs $

EXPENSES

PROGRAM 
CASH     INKIND

PROGRAM 
CASH     INKIND

PROGRAM 
CASH    INKIND

Personnel Costs
salaries, benefits
Contracted services
insurance
Rent
Program Costs
Reserves
events
Training
equipment
Furniture and Fixtures
Maintenance/Repair
Office expense/Overhead
Professional Fees/Consultants
Postage
Publications/Professional Memberships
Rent/utilities
Parking/Transit
Façade Program
Landscaping
Marketing
Advertising
Lighting Program
supplies
Telephone/Fax/internet
uniforms
Travel
Misc
Total

Appendix 6 Sample Budget
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Appendix 7 Sample Municipal Baseline 
 Services Form

Survey of Baseline Municipal Services Provided 
to downtown Northampton

The following describes the services currently provided by this department in the downtown. Continuation of these services may be affected by 
future reductions in budget or personnel, or by other unforeseen circumstances that force citywide program reductions. 

department: department of Public Works______________ date: January 3, 2007
director:   Ned Huntley__________________________ 

TYPE OF SERVICE DESCRIPTION OF SERVICE
STAFFING REqUIRED
(HOURS PER WEEK)

GEOGRAPHIC AREA 
SERVED

FREqUENCY OF SERVICE

Maintenance street sweeping 8 downtown business areas Weekly (spring – fall)

Public Safety snow plowing/sanding

3 sMeO
sand truck

grader
loader with plow

downtown business areas
duration of event

(Assume 16 hrs/event)

Maintenance snow removal

Loader
bombadier

5 dump trucks
7 personnel

downtown business areas
As required

(Assume 16 hrs/event)

Special
Programs

Permits (blocking off street or sidewalk, 
parking meter space, street perfor-

mance, art vendors, sandwich board 
signs, tables and chairs, sidewalk 

occupancy and Pulaski Park)

3 downtown business areas As requested

Maintenance
Parking Lots 

(trees, infrastructure repair) 
2 downtown business areas As required

Maintenance 
and Recreation

Pulaski Park 
(mowing, cleanup, snow plowing)

Variable Pulaski Park Weekly

Public safety striping crosswalks 
and travel lanes 

14 downtown business areas Yearly

special Programs decorations 
(Flags, island flower pots)

1 downtown business areas As requested

Maintenance
Visual infrastructure (benches, bike 
racks, waste barrels, signals, etc..)

8 downtown business areas
As required/requested

infrastructure &
Maintenance

underground infrastructure (drain/
sewer/water)

Variable downtown business areas
As required/requested
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Appendix 8 Sample MOU and Baseline Services
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VOTE 1

Voted:
That the Petition Pursuant to Massachusetts general Laws Chapter 40O to establish the Northampton business improvement district, filed 
december 10, 2008, satisfies the purposes set forth and the establishment criteria of Massachusetts general Laws Chapter 40O; and

That the Northampton business improvement district is hereby declared established and organized pursuant to the Petition Pursuant to 
Massachusetts general Laws Chapter 40O to establish the Northampton business improvement district, filed december 10, 2008, with those 
boundaries and service area as specifically set forth in exhibit “A” and exhibit “b” to said Petition (a copy of said Petition together with all 
exhibits is attached as a part of this order). 

VOTE 2

Voted:
To Authorize Mayor Higgins to enter into a Memorandum of understanding including those terms and obligations as is set forth in that certain 
Northampton business improvement district, improvement Plan, exhibit “C” to Petition Pursuant to Massachusetts general Laws Chapter 40O 
to establish the Northampton business improvement district, filed december 10, 2008.

Appendix 9 Sample Vote Language
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Corporate Bylaws

of

WESTFIELD BUSINESS IMPROVEMENT DISTRICT, INC.

ARTICLE I 
Name

Section I.1 Name, Location and Purposes.  The name and purposes of the Corporation shall 
be as set forth in the Articles of Organization.  The powers of the Corporation and of its Directors and 
Members, and all matters concerning the conduct and regulation of the business of the Corporation, 
shall be subject to such provisions in regard thereto, if any, as are set forth in the Articles of 
Organization.  All references in these bylaws to the Articles of Organization shall be construed to mean 
the Articles of Organization of the Corporation as from time to time amended or restated.

ARTICLE II 
Members

Section II.1 Members.  The incorporator, and all persons who own real estate in the 
geographic area of the Westfield Business Improvement District as approved, from time to time, 
by the City Council of the City of Westfield, except the owners of residential condominiums and of 
residential buildings with less than four (4) units, shall be eligible to be Members of the Corporation.  
The incorporator and such eligible property owners who elect to participate in the Westfield Business 
Improvement District, or a designated representative in the case of a corporate or other institutional 
owner, and who are elected as provided below, shall be Members of the Corporation.  No Member who 
is more than six (6) months in arrears in any payment due to the Corporation shall be entitled to vote on 
any matter submitted for vote or consideration by the Members.

Section II.2 Associate Members.  All other persons who are interested in the goals and 
purposes of the Corporation are eligible to be elected as Associate Members.  An Associate Member 
shall not be entitled to vote as a Member.

Section II.3 Election of Members.  The Members or the Board of Directors, at any meeting, 
may elect as Members those persons eligible for Membership in accordance with paragraph 2.1, above, 
and any person proposed thereat as an Associate Member.

Section II.4 Term.  The term of each Member shall continue until the death, incapacity or 
lawful resignation of the Member, or until the Member shall no longer be eligible, in accordance with 
Section 2.1 hereof, whichever shall first occur.  The term of each Associate Member shall be one (1) 
year or until adjournment of the Annual Meeting of Members following the election of said Associate 
Member, whichever first occurs.  Newly elected Members and Associate Members shall take office as 
soon as practicable following the adjournment of the meeting at which they are elected.

Appendix 10 Sample Bylaws and Articles 
 of Organization
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ARTICLE III 
Meetings of Members

Section III.1 Place.  Meetings of Members may be held anywhere in Hampden County, 
Massachusetts, at such place as is stated in the call or notice.

Section III.2 Annual Meetings.  The Annual Meeting of the Members shall be held on the 
third Thursday in the month of September, if it is not a legal holiday, and if it is a legal holiday, then 
on the next succeeding day not a legal holiday, at such hour and place as the Chair or the Clerk may 
determine.  Purposes for which an Annual Meeting is to be held, in addition to those prescribed by law, 
by the Articles of Organization, and by these bylaws, may be specified in the Notice of Meeting.  If 
such Annual Meeting is omitted on the day herein provided therefor, a Special Meeting may be held in 
place thereof, and any business transacted or elections held at such meeting shall have the same effect 
as if transacted or held at the Annual Meeting, and in such case such reference in these bylaws to the 
Annual Meeting of the Members shall be deemed to refer to such Special Meeting.

Section III.3 Special Meetings.  Special Meetings of the Members may be called by the Chair 
or by the Directors, and shall be called by the Clerk, or in case of the death, absence, incapacity, or 
refusal of the Clerk, by any other Officer, upon written application of two (2) or more of the Members 
entitled to vote thereat.  Such call shall state the time, place and purpose of the meeting.

Section III.4 Notice of Meetings.  A written notice of each meeting of the Members, stating 
the place, day and hour thereof and the purposes for which the meeting is called, shall be given by 
the Clerk to each Member at least seven (7) days before the meeting by leaving such notice with such 
Member or at such Member’s residence or usual place of business, or by mail, facsimile or telephone, 
directed to such Member at such Member’s address as it appears upon the books of the Corporation.  
In case of the death, absence, incapacity or refusal of the Clerk, such notice may be given by any other 
Officer or by a person designated either by the Clerk or by the person or persons calling the meeting or 
by the Board of Directors.  No notice of the time, place, or purposes of any regular or special meeting 
of the Members shall be required to be given to any Member who executes a written waiver of notice 
thereof, or who attends such a meeting.

Section III.5 Quorum of Members.  At any meeting of the Members, twenty (20) Members 
present in person or by proxy shall constitute a quorum, but a lesser number of Members may adjourn 
any meeting from time to time, and the meeting may be held as adjourned without further notice.  When 
a quorum is present at any meeting, a majority of the Members present and voting in person or by 
proxy shall, except where a larger vote is required by law or by these bylaws, decide any matter brought 
before such meeting.

Section III.6 Consent in Lieu of Meeting.  Any action by the Members may be taken without 
a meeting if a written consent thereto is signed by all the Members and filed with the records of the 
Members’ meetings.  Such consent shall be treated as a vote of the Members for all purposes.

ARTICLE IV 
Board of Directors

Section IV.1 Composition and Term.  The Members at their Annual Meeting, or at a Special 
Meeting called for that purpose, shall elect a Board of Directors of eleven (11) persons, to take office 
immediately upon election and to serve, in accordance with law and these bylaws, for terms of three 
(3) years each, and until his or her successor is elected and qualified; provided that, in implementing 
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this section, the Directors shall be divided into three (3) groups, as nearly equal in number as possible, 
and the Directors in each group shall be elected, respectively, for terms of one (1), two (2) and three (3) 
years, so that the terms of approximately one-third (1/3) of the Directors will expire in each year. 

Section IV.2 The Board of Directors shall have the following minimum representation, when 
there are no vacancies:

a. One (1) Director nominated by the Mayor of Westfield;

b. Three (3) Directors who are the owners or the designated representatives of the 
owners of property within the District assessed at or in excess of $__ million;

c. Three (3) Directors who are the owners or the designated representatives of the 
owners of property within the District assessed below $__ million;

d. One (1) Director who represents the owner of property within the District which 
is a not-for-profit entity; and

e. Three (3) other Directors who are owners or designated representatives of 
owners of property within the District.

All Directors shall at all times be voting Members of the Corporation or designated representatives of 
voting Members of the Corporation. 

Section IV.3 Powers.  The Board of Directors shall have and may exercise all the powers of 
the Corporation.  Except as limited by law, and subject always to the oversight and supervision of the 
Board of Directors, the Board of Directors may by vote, contract or otherwise, delegate or otherwise 
make provision for the proper management and operation of the Corporation.

Section IV.4 Regular Meetings.  Regular meetings of the Board of Directors shall be held at 
such places, within or without the Commonwealth of Massachusetts, and at such times as the Board 
of Directors may from time to time determine.  Written notice of a regular meeting of the Board of 
Directors shall be given at least seven (7) days before the meeting by leaving such notice with the 
Director or at the Director’s residence or usual place of business, or by mail, facsimile or telephone, 
directed to such Director at the Director’s address as it appears upon the books of the Corporation.  
No notice to the Directors shall be required for any regular meeting held at a time and place fixed in 
advance by the Board of Directors, if notice of the times and places so fixed for regular meetings shall 
have been given to such Director within the same calendar year, in writing, as specified above.  

Section IV.5 Special Meetings.  Special meetings of the Board of Directors may be held at 
any time and at any place, within or without the Commonwealth of Massachusetts, when called by the 
Chair or by two (2) or more Directors, reasonable notice thereof being given to each Director by the 
Clerk, or, in case of the death, absence, incapacity, or refusal of the Clerk, by the Chair or Directors 
calling the meeting, or at any time without call or formal notice, provided all the Directors are present 
or waive notice thereof by a writing which is filed with the records of the meeting.  In any case, it shall 
be deemed sufficient notice to a Director to send notice by mail, at least forty-eight (48) hours before 
the meeting, or by facsimile, telephone or hand-delivery, at least twenty-four (24) hours before the 
meeting, addressed to the Director at the Director’s usual or last known business or residence address.

Section IV.6 Annual Meetings.  The Annual Meeting of the Directors shall be held 
immediately after the Annual Meeting of the Members’ at such hour and place as the Chair or the Clerk 
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may determine.  Purposes for which an Annual Meeting is to be held, in addition to those prescribed 
by law, and by these Bylaws, may be specified in the Notice of Meeting.  If such Annual Meeting is 
omitted on the day herein provided therefor, a Special Meeting may be held in place thereof, and any 
business transacted or elections held at such meeting shall have the same effect as if transacted or held 
at the Annual Meeting, and in such case such reference in these Bylaws to the Annual Meeting of the 
Directors shall be deemed to refer to such Special Meeting.  A written notice of the Annual Meeting or 
meeting in lieu thereof, stating the place, day and hour thereof and the purposes for which the meeting 
is called, shall be given by the Clerk to each Director at least seven (7) days before the meeting.  In case 
of the death, absence, incapacity or refusal of the Clerk, such notice may be given by any other Officer 
or by a person designated either by the Clerk or by the person or persons calling the meeting or by the 
Board of Directors.

Section IV.7 Quorum.  At any meeting of the Directors, a majority of the Directors then in 
office shall constitute a quorum for the transaction of business, but a lesser number may adjourn any 
meeting from time to time, and the meeting may be held as adjourned without further notice.  When 
a quorum is present at any meeting, the affirmative vote of a majority of the Directors in attendance 
thereat and voting on the question shall, except where a larger vote is required by law or by these 
Bylaws, decide any question brought before such meeting.

Section IV.8 Meeting by Telecommunication.  Members of the Board of Directors or any 
committee designated thereby may participate in a meeting of the Board or such committee by 
conference telephone or similar communications equipment by means of which all persons participating 
in the meeting can hear such others at the same time, and participation by such means shall constitute 
presence in person at a meeting.

Section IV.9 Waiver of Notice.  Notice of any meeting may be waived if each Director, by a 
writing filed with the records of the meeting, waives such notice or attends such meeting.

ARTICLE V 
Committees

Section V.1 Nominating Committee.  The Board of Directors may from time to time create 
a Nominating Committee, which shall submit, at any regular or special meeting of the Corporation or 
of the Board of Directors at which an election or elections are to be held, nominations for membership 
or for any offices, directorships or committee memberships to be filled at such meeting, whether due to 
expiration of term, vacancy or otherwise.  The Nominating Committee may make rules not inconsistent 
herewith for the holding and conduct of its meetings.

Section V.2 Other Committees.  The Board of Directors or the Chair may, from time to 
time, create and abolish such other committees as may be necessary or desirable for the conduct of 
the business of the Corporation.  Except as the Directors may otherwise determine, any committee 
may make rules for the conduct of its business, but unless otherwise provided by the Directors or in 
such rules, its business shall be conducted in a manner similar to that provided in these bylaws for the 
Directors.

Section V.3 Quorum.  A majority of the members of any Committee shall constitute quorum 
for the transaction of business, but a lesser number of members may adjourn any meeting from time to 
time, and the meeting may be held as adjourned without further notice.  When a quorum is present at 
any meeting, a majority of the members of such committee present thereat and voting shall decide any 
matter brought before such meeting.
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ARTICLE VI 
Officers

Section VI.1 Election.  The Officers of the Corporation shall consist of a Chair, a Vice Chair, 
a Treasurer and a Clerk.  Other Officers, their powers and their terms of office, may be prescribed by a 
majority of Directors from time to time.  All Officers shall be elected by the Directors at any meeting 
thereof.

Section VI.2 Qualification and Powers.  Each Officer, except the Clerk, shall be a Director.  
So far as is permitted by law, any two (2) or more offices may be filled by the same person.  Subject to 
law and to the other provisions of these Bylaws, each Officer shall hold office for a term of one (1) year 
and until a successor is elected and takes office, or until the Officer sooner dies, resigns, is removed, or 
becomes disqualified.  Each Officer shall, subject to these Bylaws, have in addition to the duties and 
powers herein set forth, such duties and powers as are commonly incident to the office and such duties 
and powers as the Board of Directors shall from time to time designate.

Section VI.3 Chair.  The Chair shall be the chief volunteer officer of the Corporation and, shall 
have and discharge such duties as the Board of Directors shall, from time to time, direct.  The Chair 
shall preside at all meetings of the Board of Directors and the Executive Committee, if there be one.

Section VI.4 Clerk.  The Clerk or a designee shall keep the records of all meetings of the 
Board of Directors and committees of the Board.

Section VI.5 Treasurer.  The Treasurer shall, subject to the direction and under the supervision 
of the Board of Directors, have general charge of the financial concerns of the Corporation and the care 
and custody of the funds, securities, and valuable papers of the Corporation, except the Treasurer’s 
own bond, if any, and shall have power to endorse for deposit or collection all notes, checks, drafts, 
and other obligations and orders for the payment of money payable to the Corporation or its order, and 
to accept drafts on behalf of the Corporation.  The Treasurer shall keep, or cause to be kept, accurate 
books of account, which shall be the property of the Corporation, and, if required by the Board of 
Directors, shall give bond for the faithful performance of the duties of the office in such form, in such 
sum, and with such sureties as the Board of Directors shall require.

ARTICLE VII 
Resignations, Removals and Vacancies

Section VII.1 Resignations and Removals.  A Director, Officer or agent may resign at any 
time by delivering his or her resignation in writing to the Chair or Clerk or to a meeting of the Board 
of Directors.  The Members may, by vote at any meeting called for the purpose, remove from office 
any Director or Directors, with or without cause.  The Board of Directors may remove from office any 
Director, with or without cause, by vote of two-thirds (2/3) of the Directors then in office, exclusive of 
the Director who is the subject of the vote.  The Board of Directors may remove from office, with or 
without cause, any Officer appointed or elected by the Board or terminate or modify the authority of 
any such Officer or any agent.

Section VII.2 Vacancies.  If the position of any Director becomes vacant, by reason of death, 
resignation, removal, disqualification or otherwise, a successor may be elected by a majority of the 
Directors then in office, which election may be held at the same meeting at which a former Director 
resigns or is removed.  Any vacancy on any committee of the Board may be filled by a majority of the 
Directors then in office.  If any office becomes vacant, the Board of Directors may elect or appoint a 
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successor, by vote of a majority of the Directors present and voting.  Each such successor shall hold 
office for the unexpired term and until a successor shall be elected or appointed and qualified, or, if 
sooner, until death, resignation, removal or disqualification.  The Board of Directors shall have and may 
exercise all its power notwithstanding the existence of one (1) or more vacancies in its number.

ARTICLE VIII 
Indemnification

Section VIII.1 Officers and Directors.  The Corporation shall, to the extent legally permissible, 
indemnify its Officers and Directors, and their respective heirs, executors, administrators or other 
representatives from any costs, expenses, attorney’s fees, amounts reasonably paid in settlement, 
fines, penalties, liabilities and judgments incurred while in office or thereafter by reason of any such 
Officer or Director’s being or having been an Officer or Director of the Corporation or by reason 
of such Officer or Director’s serving or having served at the request of the Corporation as Director, 
Officer, employee, or other agent of another organization, or in any capacity with respect to any 
employee benefit plan, unless with respect to the matter as to which indemnification is sought the 
Officer or Director shall have been or is adjudicated in any proceeding not to have acted in good 
faith in the reasonable belief that his or her action was in the best interests of the Corporation.  Such 
indemnification may include payment by the Corporation of expenses incurred in defending a civil or 
criminal action or proceeding in advance of the final disposition of such action or proceeding, upon 
receipt of an undertaking by the person to be indemnified to repay such payment if he or she shall be 
not entitled to indemnification under this paragraph.

Section VIII.2 Employees and Agents.  The Corporation, to the extent legally permissible, may, 
in its discretion, indemnify its employees and other agents, including but not limited to its volunteers, 
from any costs, expenses, attorney’s fees, amounts reasonably paid in settlement, fines, penalties, 
liabilities and judgments incurred while in office or thereafter by reason of any such person’s being 
or having been an employee or agent of the Corporation or by reason of such person’s serving or 
having served at the request of the Corporation as Director, Officer, employee, or other agent of any 
other organization, or in any capacity with respect to any employee benefit plan, unless with respect 
to the matter as to which indemnification is sought the employee shall have been or is adjudicated 
in any proceeding not to have acted in good faith in the reasonable belief that the Director’s action 
was in the best interests of the Corporation.  Such indemnification may include a payment by the 
Corporation of expenses incurred in defending a civil or criminal action or proceeding in advance 
of the final disposition of such action or proceeding, upon receipt of an undertaking by the person to 
be indemnified to repay such payment if he or she shall be not entitled to indemnification under this 
section.  In determining whether to provide indemnification under this paragraph, the Corporation may 
consider, among other factors, whether and to what extent insurance is or was available to the person 
seeking indemnification and whether and to what extent insurance is available to the Corporation for 
such indemnification.

Section VIII.3 Determination.  The determination whether an Officer or Director is entitled to 
indemnification and the determination whether the Corporation will indemnify an employee or other 
agent shall be made at a meeting of the Board of Directors by a disinterested majority of the Directors 
present thereat, provided that there is an opinion in writing of counsel retained by the Corporation to 
the effect that such Officer, Director, employee or other Agent appears to have acted in good faith in the 
reasonable belief that his/her action was in the best interests of the Corporation.
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ARTICLE IX 
 Liability to CorporationNo Officer or Director shall be personally liable to the Corporation or its 

members for monetary damages for breach of fiduciary duty as an Officer or Director, 
notwithstanding any provision of law imposing such liability; provided, however, that this provision 
shall not eliminate or limit the liability of an Officer or Director (i) for any breach of the Officer’s or 

Director’s duty of loyalty to the Corporation or its members, (ii) for acts or omissions not in good faith 
or which involve intentional misconduct or a knowing violation of law, or (iii) for any transaction from 

which the Officer or Director derived an improper personal benefit.  

ARTICLE X 
 Fiscal Year

Section X.1 Fiscal Year.  Except as from time to time otherwise may be prescribed by the 
Board of Directors, the fiscal year of the Corporation shall end on the last day of June.

ARTICLE XI 
Amendments

Section XI.1 Amendments.  These Bylaws may be altered, amended or repealed in whole or 
in part by vote of two-thirds of the Directors then in office, except with respect to any provision thereof 
which by law, the Articles of Organization or these Bylaws requires action by the Members.  These 
Bylaws may be altered, amended or repealed in whole or in part by vote of two-thirds of the Members 
present in person or by proxy at any duly called meeting of the Members at which a quorum is present 
and for which the notice identifies that one purpose of the Meeting is to consider changes in these 
bylaws, except with respect to any provision thereof which by law, the Articles of Organization or these 
Bylaws requires a different vote.
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